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This  research  on  job  satisfaction  among  US  Any  chaplains  is  baaad  on  a 
mail  survey  response  of  998  chaplains  out  of  1411  in  tha  Army  chaplaincy. 
Factors  which  influence  Job  satisfaction  were  explored  by  swans  of  a three- 
fold model:  (1)  How  chaplains  see  theaselves:  (2)  How  chaplains  view 

their  work;  and  (3)  How  chaplains  view  the  organisation.  These  perspec- 
tives of  self-image,  job  content,  and  organisation  were  found  to  be  Mutually 
reinforcing  in  describing  a very  high  level  of  job  satisfaction  — ong  Any 
chaplains.  Chaplains  were  found  to  differ  most  on  certain  organisational 
policies  and  practices.  However,  they  basically  have  a positive  view  toward 
"the  organization"— their  denomination,  the  Army  chaplaincy,  and  coanand. 
Certain  professional  irritants  were  singled  out.  By  means  of  demographic 
information,  comparisons  were  made  as  to  how  chaplains  feel  about  their  work 
and  role  as  chaplains.  For  example,  the  level  of  present  job  satisfaction 
was  compared  for  each  component,  rank,  marital  state,  and  major  denomina- 
tional grouping.  The  research  discussion  ends  with  an  examination  of  data 
pointing  to  the  possibilities  and  problems  involved  in  chaplain  collegial 
relationships.  Final  conclusions  are  made  with  respect  to  role  and  assign- 
ment, career  considerations  and  compensations,  organisation,  and  education. 
The  research is  of  interest  to  all  chaplains  and  to  those  charged  with 
personnel  and  programming  responsibilities.  , 


PREFACE 


This  Individual  Study  Project  was  initiated  in  response  to  a 
request  by  the  Office  of  the  Chief  of  Chaplains,  Department  cf  che 
Army,  for  research  into  those  factors  which  influence  job  satisfaction 
among  Armv  chaplains.  The  project  was  produced  under  the  direction  of 
the  US  Army  War  College  Strategic  Studies  Institute  with  Chaplain 
(Colonel)  Charles  F.  Kriete  as  Study  Adviser.  Assistance  was  also 
received  from  Dr.  Donald  D.  Penner  of  the  Staff  and  Faculty,  US  Army 
War  College  and  Chaplain (LTC)  Wendell  T.  Wright  of  the  United  States 
Army  Chaplain  Board.  Survey  results  were  processed  by  the  Cat  lisle 
Barracks  Production  Support  Section  of  the  Automatic  Data  Processing 
Support  Division  under  the  leadership  of  Captain  John  E.  Felch,  Jr. 
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CHAPTER  I 
INTRODUCTION 


An  investigation  into  the  general  literature  dealing  with  job 
satisfaction  has  shown  a great  variety  of  approaches  to  the  subject. 
Early  research  viewed  job  satisfaction  along  a single  continuum,  so 
that  a person  would  experience  greater  or  lesser  satisfaction  depend- 
ing on  the  degree  to  which  certain  factors  were  satisfied.  In  this 
understanding  a person  receiving  a 50  dollar  monthly  salary  raise 
would  be  more  satisfied  than  if  he  received  a 25  dollar  raise.  This 
could  be  called  a "traditional  approach."1 

This  approach  was  challenged  in  1959  by  the  "two  factor  theory" 

2 

of  Herzberg,  Mausner  and  Synderman.  Their  research  indicated  certain 
"intrinsic  factors"  are  "satisf iers"  or  "motivators"  such  as  recogni- 
tion, achievement,  responsibility,  possibility  for  growth,  advancement 
and  the  nature  of  the  work  itself.  These  elements  alone,  they  con- 
cluded, offer  job  satisfaction.  Extrinsic  factors  or  "hygiene  factors," 
on  the  other  hand,  may  cause  dissatisfaction,  but  are  not  the  elements 
of  job  satisfaction.  These  elements  include  salary  (which  can  be 
regarded  as  "intrinsic"  also  if  regarded  as  an  element  of  status), 
interpersonal  relations  with  superiors,  peers  and  subordinates,  tech- 
nical supervision,  company  policy  and  administration,  working  condi- 
tions, personal  life  factors  and  job  security.  The  satisfiers 
then,  are  intrinsic  factors  involving  job  content  or  the  work  itself, 
whereas  the  dissatisf iers  involve  job  context  or  the  conditions  sur- 
rounding the  job. 
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Numerous  studies  have  since  challenged  the  validity  of  Herzberg's 
3 

Two-Factor  Theory.  Critics  have  indicated  that  the  two  factor  theory 
is  rigid,  oversimplified,  unable  to  account  for  individual  differences, 
and  simply  not  true  in  many  cases.  Many  research  studies  have  shown 
that  both  extrinsic  and  intrinsic  factors  can  be  satisfiers  or  dis- 
satisfiers.  In  any  event,  Herzberg’s  Two-Factor  Theory  has  been  the 
fountainhead  and  touchstone  for  the  continuing  flow  of  research  in  the 
area  of  job  satisfaction. 

Earlier  work  by  A.  H.  Maslow  (1943)  on  the  "need  hierarchy"  theory 

4 

has  been  the  basis  of  other  research  on  job  satisfaction.  Parallels 
have  been  drawn  between  Maslow  and  Herzberg  by  equating  Maslow's  lower- 
order  needs  with  Herzberg's  extrinsic  factors  and  higher-order  needs 
with  intrinsic  factors.  There  seems  to  be  much  support  for  the  idea 
that  higher  order  needs  can  be  satisfiers  only  after  lower  order  needs 
are  met.  However,  some  research  indicates  that  in  lower-level  occupa- 
tions persons  are  apt  to  be  motivated  by  lower-order  needs  such  as 
salary  and  security.  Whereas  this  finding  is  supported  by  Maslow's 
need  hierarchy,  it  is  not  substantiated  by  Herzberg's  Two  Factor  Theory. 

Still  another  approach  is  that  of  Leon  Festinger's  "cognitive 
dissonance."^  This  theory  is  based  on  the  assumption  that  people 
attempt  to  avoid  inconsistencies  in  their  cognitive  beliefs.  Job 
satisfaction  is,  therefore,  seen  as  a process  of  cognitive  balance 
where  continual  adjustments  are  made.  Withholding  satisfaction  in  one 
area  may  be  balanced  off  by  the  reweighting  of  another  factor.  Thus, 
in  terras  of  Herzberg  and  Maslow,  if  higher  needs  are  not  satisfied. 
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this  "dissonance"  can  be  reduced  by  a readjustment  of  attitude  where 
the  person  puts  a heavier  weight  on  hygiene  factors. 

Paul  Wernimont  extended  the  research  of  cognitive  dissonance  into 
an  input-output  balancing  system. ^ Input  is  the  employee's  efforts 
and  working  environment  whereas  output  is  employee  satisfaction  and 
performance.  Wernimont  uses  the  idea  of  a "work  contract"  where  an 
employee  has  certain  "expectations"  which  are  either  stated  or  under- 
stood. If  these  expectations  are  fulfilled,  satisfaction  results.  If 
they  are  not,  the  balance  of  the  input-output  equation  is  affected  so 
that  a person  may  reduce  the  quality  of  his  performance,  or  even  quit 
his  job  if  the  disequilibrium  is  too  great. 

Attempts  to  identify  specific  emphases  in  job  satisfaction  have 
been  the  subject  of  much  research:  Edward  Lawler's  "core  dimensions" 

emphasizing  variety,  autonomy,  task  identity,  and  feedback;^  Robert 
Ford's  "Pull  In  - Pull  Down"  which  allows  a person  to  "run  his  job" — 

O 

free  from  oversupervision  from  "above"  or  fragmentation  from  the  "side  ; 
Alen  Mogensen's  "work  simplification"  which  stresses  job  enrichment  and 
improvement  through  team  participation^;  and  Everett  C.  Hughes  "moti- 
vation media"  by  which  management  provides  motivation  media  to  meet  the 
individual  motivation  needs  of  achievement,  growth,  responsibility, 
and  recognition.^ 

From  this  brief  survey,  it  is  evident  that  job  satisfaction  can 
be  approached  through  the  use  of  various  models.  It  does  not  appear 
necessary  to  be  committed  to  any  of  these  models  in  order  to  do  research 
in  the  field.  Instead,  from  these  approaches,  the  various  factors  which 
have  been  found  to  be  indicators  of  job  satisfaction  can  be  isolated 
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and  uspd  as  a basis  for  surveying  job  satisfaction  in  the  Army  Chap- 
laincy. In  this  way  the  bene  it  from  prior  general  research  is  not 
lost,  while  at  the  same  time  commitment  to  a theory  which  may  be  dis- 
puted is  avoided.  The  research  found  in  this  paper  was  conducted  on 
this  basis.  Survey  statements  were  devised  on  the  basis  of  job  satis- 
faction factors  discovered  in  the  general  literature  and  organized  in 
a manner  to  be  described  in  the  next  section. 

STATEMENT  OF  THE  PROBLEM 

All  of  the  significant  factors  pertaining  to  job  satisfaction 
may  be  considered  under  one  of  three  categories:  the  chaplain's  view 

of  himself,  his  job,  and  the  organization (s)  with  which  he  is  associ- 
ated. Therefore,  the  objective  of  this  research  is  stated  as  follows: 
to  study  the  factors  which  influence  job  satisfaction  among  Army 
chaplains  by: 

1.  Developing  a self-profile  of  how  chaplains  see  themselves. 

2.  Discovering  how  chaplains  view  their  work. 

3.  Determining  how  chaplains  look  at  the  organization  or 
"the  system." 

In  accordance  with  these  objectives,  the  following  assumptions 
are  made: 

1.  The  chaplain's  work,  though  containing  mystical  elements, 
can  also  be  observed  and  examined  just  as  with  other  jobs.  Chaplains 
are  not  to  be  viewed  as  unique,  mystical  beings  who  do  not  have  human 
needs.  Therefore,  the  landmark  works  of  such  authorities  as  Maslow, 
Herzberg,  Vroom,  McGregor,  Lawler  and  Festinger  provide  a basic 
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foundation  and  starting  point  for  examining  the  factors  of  chaplain 
job  satisfaction. 
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2.  When  a clergyman  moves  from  a civilian  to  a military 
environment,  he  must  adjust  to  a different  reward  system. 

3.  The  US  Army  Chaplain  works  in  an  environment  where  it  is 

necessary  for  him  to  reconcile  his  personal  actions  and  goals  to 
competing  and  sometimes  conflicting  authority  figures:  his  commander, 

his  supervisory  chaplain,  his  denominational  representative,  as  well 
as  the  lay  community.  He  responds  institutionally  to  the  US  Army, 
the  Army  chaplaincy,  his  denominational  church  and  the  local  lay 
community. 

4.  Whether  job  satisfaction  and  satisfaction  with  life  are 
independent  variables  or  not,  about  which  there  is  conflicting  research, 
need  not  be  a concern  of  this  paper.  The  level  of  job  satisfaction  for 
different  factors  can  be  measured,  whether  or  not  this  stums  from  life 
satisfaction. 

5.  It  is  not  within  the  scope  of  this  paper  to  determine  what 
are  or  what  should  be  the  full  scope  of  organizational  needs  of  the 
Army,  the  chaplaincy,  or  denominations.  In  relation  to  chaplain  job 
satisfaction,  these  organizational  needs  will  be  treated  as  "givens," 
each  of  which  will  conflict  or  converge  with  individual  chaplain  needs, 
or  be  exclusive  to  them. 

Specific  hypotheses  to  be  tested  were  selected  as  follows: 

1.  Certain  demographic  characteristics  of  chaplains  will 


correlate  with  job  satisfaction  level. 


2.  One  of  the  key  indicators  of  job  satisfaction  is  the  way 
in  which  the  chaplain  sees  himself  as  evidenced  by: 

a.  Feelings  of  success  or  achievement. 

b.  A sense  of  personal  growth. 

c.  Acceptance  and  recognition  by  supervisors,  peers,  and 
laypersons  of  the  community. 

d.  Personal  family  considerations. 

3.  Job  content  is  an  important  factor  in  job  satisfaction 
in  terms  of: 

a.  Desired  roles  and  functional  areas. 

b.  Utilization  of  skills  and  abilities. 

c.  Work  factors  such  as  challenge,  autonomy,  variety, 
and  opportunity  for  professional  growth. 

4.  The  level  of  job  satisfaction  relates  to  how  the  chaplain 
perceives  the  organization  or  "system"  in  its: 

a.  Quality  of  supervisory  leadership  in  command,  chap- 
laincy, and  denomination. 

b.  Communication  process  and  reward  system. 

c.  Training  and  education  opportunities. 

d.  Policies  and  administration. 

e.  Openness  to  Chaplain  participation  in  career  decisions. 

5.  Chaplains  are  seeking  more  definitive  signals  from  the 
chaplaincy  in  terms  of  career  patterns  and  expectations,  i.e.,  what 
one  must  do  to  be  promoted,  whether  one  should  pursue  civilian  or 
service  school  education,  and  whether  it  is  better  to  be  a "generalist" 
or  a "specialist,"  etc. 
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6.  Chaplains  encounter  certain  identifiable  stresses  which 
are  associated  with  situational  events  or  decisions,  or  long-term 
irritants  or  impediments  to  the  practice  of  ministry. 

The  testing  of  the  aforementioned  hypotheses  should  yield  data 
"Identifying  positive  and  negative  factors  which  influence  current 
levels  of  job  satisfaction"  in  the  Army  chaplaincy. ^ It  should  also 
be  possible  to  identify  career  stress  periods  as  well  as  continuing 
"professional  irritants  or  impediments  to  the  practice  of  ministry. 

PROCEDURE 

After  a review  of  the  literature  relating  to  job  satisfaction, 
the  author  collated  the  factors  of  job  satisfaction  found  in  the 
general  literature,  together  with  issues  raised  in  numerous  chaplain 
publications  and  his  own  intuitive  and  experiential  assessment  of  the 
problem. 

This  collation  resulted  in  listing  major  areas  of  job  satisfac- 
tion/dissatisfaction under  the  three  categories  of  investigation, 
namely,  the  chaplain’s  view  of  himself,  his  work,  and  the  organiza- 
tion^'' with  which  he  is  associated.  The  next  step  involved  the 
devising  of  specific  questions  in  each  major  area  of  job  satisfaction/ 
dissatisfaction  for  i,  lusion  in  a survey  instrument.  In  addition  to 
the  three  part  sectio  testing  attitudinal  response,  a demographic 
or  biographical  section  was  also  included. 

The  survey  instrument  was  then  pre-tested  at  two  posts  of  varied 
composition:  Ft.  Knox,  Kentucky,  a large  post  with  school  and  training, 

and  Ft.  McPherson,  Georgia,  a small  post  with  a headquarters  and 
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garrison.  Pre-testing  focused  particularly  on  clarity  of  wording  and 
sentence  construction,  but  also  included  a discussion  of  content. 

From  individual  interviews  with  chaplains  who  took  the  pre-test  survey, 
valuable  suggestions  were  received  for  additional  questions. 

The  revised  survey  was  then  prepared  and  mailed  to  every  active 
duty  Army  chaplain,  with  a forwarding  letter  signed  by  the  Chief  of 
Chaplains.  Participation  was  on  a voluntary  basis.  The  particular 
survey  instrument  used  was  a Likert  type  scale  designed  to  measure 
attitude.  The  "no  opinion"  category  was  omitted  since  all  statements 
in  the  questionnaire  concern  matters  about  which  chaplains  have  per- 
sonal knowledge  and  definitive  attitudes.  Provision  was  made  for 
omission  of  a question  by  the  following  statement  in  the  instructions: 
"If  you  feel  strongly  that  you  are  unable  to  respond  to  a particular 
statement,  you  may  omit  it.  However,  please  do  not  omit  a response 
simply  because  it  is  difficult  to  answer." 

The  Likert  type  scale  lends  itself  readily  to  computer  analysis 
because  of  the  standard  electrographic  sheets  which  the  respondent 
uses.  Entries  were  checked  numerically  from  1 to  4 by  the  following 
categories:  "Strongly  agree,"  "Agree,"  "Disagree,"  and  "Strongly 

Disagree."  The  computer  printout  listed  the  percentage  and  number  of 
chaplains  responding  to  each  category,  the  total  number  of  chaplains 
answering  each  question,  the  average  numerical  response,  and  standard 
deviation. 

After  receiving  over  800  surveys,  initial  analysis  was  started 
to  get  a feel  for  how  chaplains  see  themselves,  their  work,  and  the 
organization.  Very  early  it  became  clear  that  the  level  of  Job 
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satisfaction  was  high.  However,  differences  began  to  emerge  within 
the  categories  of  rank,  component,  denomination,  and  marital  state  as 
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each  was  cross  tabulated  with  various  questions.  Further  analysis 
proceeded  after  some  998  surveys  were  received,  in  which  persons 
answering  a question  in  a specific  way  were  compared  in  terms  of  how 
they  answered  other  questions.  For  example,  those  who  agreed  or  dis- 
agreed with  the  statement  "Most  of  my  closest  friends  are  chaplains" 
were  compared  in  the  way  they  answered  "I  would  rather  work  alone  than 
in  a chaplain  group."  Other  analyses  centered  around  attempting  to 
discover  the  differences  between  those  chaplains  who  were  very  satis- 
fied with  their  present  job,  those  less  satisfied,  and  those  dissatisfied, 
to  determine  what  those  satisfiers  or  dissatisf iers  might  be.  The  same 
analysis  was  done  in  relation  to  questions  on  success  and  overall  role 

| 

as  a clergyman  in  the  Army.  Finally,  specific  questions  were  aadressed, 
such  as  whether  those  chaplains  possessing  doctorates  feel  their  educa- 
tion is  being  underutilized  or  not. 

The  stated  hypotheses  provided  the  framework  within  which  results 
were  aial/zed.  The  threefold  model  of  how  chaplains  see  themselves, 
their  work,  and  the  organization  proved  to  be  a very  useful  tool  in 
bringing  together  the  vast  amount  of  information  supplied  by  the  permu- 
tations and  combinations  of  107  survey  questions.  There  is  no  certainty 
the  author  has  been  able  to  pull  out  most  of  the  important  information. 
However,  the  threefold  model  insures  a correlation  between  the  general 
literature  and  research  which  has  been  done  in  the  field  of  job  satis- 
faction and  the  results  of  the  chaplain  survey.  These  results  are 
indicated  in  the  next  section. 
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CHAPTER  II 


RESULTS  OF  RESEARCH 
DEMOGRAPHIC  PROFILE  (Questions  1-16) 

Based  on  the  demographic  information  provided  by  998  chaplains 
responding  to  the  survey,  it  is  possible  to  develop  a general  chaplain 
profile  of  respondents.  The  average  chaplain  is  36  years  old  in  the 
grade  of  major  with  5.6  years  service  in  addition  to  3.4  years  civilian 
clergy  experience.  Age  statistics  are  weighted  to  some  extent  by  the 
fact  that  Roman  Catholic  priests  are  somewhat  older,  averaging  42  years. 
Chaplains  are  distributed  in  components  as  follows:  7.57,  in  the 

National  Guard,  28.97.,  in  the  Regular  Army,  and  63.67,  in  the  United  States 
Army  Reserve.  80.57.  are  married,  17.57.  are  single,  and  27.  are  divorced 
or  separated.  Denominationally  80.27.  are  Protestant,  14.87.  Roman  Catholic, 
2.47 , Jewish,  and  2.67,  from  other  church  groups.  They  are  highly  edu- 
cated. More  than  half  have  master's  degrees  in  addition  to  a Bachelor 
or  Master  of  Divinity  degree  and  5.97.  possess  doctorates.  Over  a third 
have  had  Clinical  Pastoral  Education  of  a quarter  or  more.  Nearly  two- 
thirds  have  completed  the  Chaplain  Advanced  Course,  15.27.  have  finished 
the  US  Array  Command  and  General  Staff  College,  and  3.67.  have  completed 
a senior  service  college.  Racially,  91.67.  are  Caucasian,  4.97.  are 
black  (compared  with  the  Army  officer  average  of  4.8%),  and  the  remain- 
ing 3.5%  are  American  Indian,  Oriental,  Spanish-American  and  of  other 
racial  background.  In  current  assignments,  approximately  65%  are  minis- 
tering directly  to  the  needs  of  servicemen  and  their  dependents,  20%  are 
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in  supervisory,  administrative  or  staff  assignments,  10%  are  students, 
and  5%,  are  engaged  in  education  on  staffs  and  faculties  of  service 
schools . 

The  demographic  sample  consisted  of  998  chaplains  out  of  1411 
chaplains  on  active  duty,  a 70.7%  response  for  the  mail  survey.  Listed 
below  is  a breakout  of  the  percentages  of  chaplains  in  various  cate- 
gories, for  example,  the  percentage  of  chaplains  in  the  chaplaincy  whose 
rank  is  captain  (32.7%).  For  comparison  purposes,  a similar  breakout 
is  listed  for  chaplains  who  responded  to  the  survey,  i.e.,  of  the  998 
chaplains  responding,  30.5%  were  captains. 


RANK 

CHAPLAINCY 

SURVEY 

CPT 

32.7% 

30.5% 

MAJ 

38.9% 

40.1% 

. LTC 

22 . 1% 

22 . 6% 

COL 

6.2% 

6.8% 

DENOMI NATION 

JEWISH 

1.8% 

2.4% 

PROTESTANT 

79  % 

80.2% 

ROMAN  CATHOLIC 

19.3% 

14 . 8% 

OTHER 

2.6% 

C CMP  ON  ENT 

Regular  Army 

26.6% 

28.9% 

Reserve 

65.8% 

63.6% 

National  Guard 

7.7% 

7.5% 
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RANK 

CHAPLAINCY 

SURVEY 

Caucasian 

94, 

.37. 

91 . 67. 

Black 

5 

7. 

4.97. 

All  minorities 

(incl  5, 

. 77. 

8.47. 

Black) 

HOW  CHAPLAINS  SEE  THEMSELVES  (Questions  17-29) 

From  the  general  literature  on  job  satisfaction,  there  is  strong 
indication  that  a person's  self-image  is  one  important  factor  in  deter- 
mining job  satisfaction.  There  is  some  disagreement  as  to  whether  high 
job  satisfaction  and  achievement  are  instrumental  in  determining  a high 
self-image  or  whether  a person  who  enjoys  a high  sense  of  "life  satis- 
faction" and  has  a high  view  of  himself  is  thereby  predisposed  toward 
job  satisfaction.  It  is  not  necessary  to  cut  this  Gordian  knot,  but 
simply  to  note  the  inner  connection  and  relationship  between  self-image 
and  job  satisfaction.  On  this  basis  of  self-image,  chaplains  experience 
a very  high  sense  of  job  satisfaction. 

Several  factors  can  be  isolated  which  are  indicators  of  how  people 
see  themselves.  The  factors  used  to  deterrains  the  chaplain's  self- 
profile  are  as  follows-  feelings  of  success  or  achievement;  a sense  of 
personal  growth;  acceptance  by  supervisors,  peers,  and  laypersons  of 
community  and  personal  family  considerations. 

Specific  numbered  survey  questions  have  been  linked  to  these  fac- 
tors which  describe  self-image  with  the  following  results; 
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1.  Feelings  of  success  or  achievement. 

17.  In  my  mind,  I believe  my  service  as  an  Army  chaplain  has 
been  a success  . 


Strongly 

Strongly 

Agree 

Agree 

Disagree 

Disagree 

Average : * 

. 

, 

1 

2 

3 

4 

7.:  66.5 

31.6 

1.5 

0.4 

Chaplains  who  strongly  agreed  their  service  as  an  Army  chaplain 
has  been  a success  were  compared  with  those  in  lesser  agreement. 


Relevant  demographic  differences  are  as  follows: 


7.  Strongly  Agree 
service  a success 

7.  in  lesser  agreement 
(agree,  disagree, 
strongly  disagree) 

Survey  7. 
of  Chaplains 
in  each  category 

Marital  State 

Single 

15.6 

20.9 

17.5 

Married 

82.5 

77.0 

80.5 

Divorced  or 

1.9 

2.1 

2.0 

Separated 

100  7. 

100  7. 

100  7. 

Denomination 

Jewish 

2.3 

2.7 

2.4 

Protestant 

82.3 

77.1 

80.2 

Roman  Catholic 

13.3 

17.1 

14.8 

Other 

2.1 

3.0 

2.6 

100  7. 

99.97. 

100  7. 

A very  small  percentage  of  chaplains  do  not  see  their  service  as 
a success  (1.97.).  Two-thirds  of  all  chaplains  strongly  believe  their 
service  has  been  a success.  The  factors  which  pertain  to  the  difference 
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between  those  strongly  agreed  and  those  in  lesser  agreement  are  not 
sharply  defined.  However,  those  in  lesser  agreement  as  a group  are 
slightly  less  satisfied  with  their  present  job  (90.3%  strongly  agreed 
vs  80.3%  in  lesser  agreement),  and  with  their  role  as  a clergyman  in 
the  Army  (93.3%  vs  78.9%). 

18.  I am  more  satisfied  with  my  work  as  an  Army  chaplain  than 
I would  be  as  a civilian  clergyman. 


Strongly 

Agree 

Agree 

Disagree 

Strongly 

Disagree 

Average : 

. 

115 

. 

. 

1 

2 

3 

4 

1: 

37.9 

41.8 

18.2 

2.1 

SINGLE  MARRED 


J PROT  RC 


% Agreement 

19.  I have  a strong  desire  to  influence  other  people. 

1.15 


Average : 

%: 

22.  I have  felt  confident  in  ray  ability  to  do  nearly  any  task 


12  3 4 

27.2  61.4  10.7  0.7 


required  of  me  as  a chaplain. 

1.54 


Average : 
7.: 


1 2 
51.2  44.2 


3 4 

4.0  0.5 
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2.  A sense  of  personal  growth. 


21.  During  ray  time  in  the  chaplaincy,  I have  experienced 
considerable  intellectual  growth. 


Strongly 

Agree 

Agree 

Disagree 

Strongly 

Disagree 

Average : 

1.82 
• • 

# 

1 

2 

3 

4 

37.3 

46.5 

12.6 

3.5 

% Agreement 


26.  During  my  time  in  the  chaplaincy,  I have  experienced 


considerable  spiritual  growth. 
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3.  Acceptance  and  recognition  by  supervisors,  peers,  and  laypersons 
of  the  community. 

20.  My  fellow  chaplains  have  a high  degree  of  respect  for  me. 

Strongly  Strongly 

Agree  Agree  Disagree  Disagree 

1.76 


Average : 

7.: 


1 

27.8 


2 

68.8 


3 

2.8 


4 

0.6 


Average : 

7.: 


23.  Most  of  my  closest  friends  are  chaplains. 

155 


1 2 3 

7.7  35.1  51.6 


4 

5.6 


30.6 

JU 


47.9 


ill  Mi 


455 


33.8 


CPT  MAJ  LTC  COL  SINGLE  MARRIED  J PROT  RJC. 


7.  Agreement 

24.  What  my  rating  officer  thinks  of  me  matters  more  than 
what  my  denominational  representative  thinks  of  me. 

Average : 

7.: 


1 

4.6 


167 

• • • 

2 3 

24.9  49.1 


4 

21.4 


|||  | | | B 

OPT  MAJ  LTC  COL  J PROT  R.C. 


25.  My  rank  is  the  most  important  factor  in  defining  my  social 
status  as  an  Army  chaplain. 

Average : 

7.: 


1 

2.9 


2 

5.5 


3.41 

• • • 

3 4 

38.8  52.8 
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27.  llow  laypersons  of  ray  military  congregation/parish  regard 


me  is  more  important  than  what  my  commanding  officer  thinks  of  me. 


Strongly 

Agree 

Agree 

Strongly 
Disagree  Disagree 

Average : 

217 

• 

1 

2 

3 4 

7.: 

13.4 

57.9 

27.1  1.6 

% Agreement 

29.  My  commanding  officer  has  a high  degree  of  respect  for  me. 
Average: 

12  3 4 

7.:  45.8  49.7  3.6  0.9 

4.  Personal  family  considerations. 


28.  My  wife  likes  Army  life.  (Leave  blank  if  single) 


Average : 

7.: 


1.(7 


1 

41.9 


2 

50.7 


3 

6.1 


4 

1.3 


Note:  In  pre-testing  of  40  chaplains  at  Ft.  Knox,  KY,  Ft  McPherson,  GA, 

and  Carlisle  Barracks,  PA  the  question  was  phrased  as  follows  and  with 
results  indicated: 

My  wife  likes  Army  life  more  than  1 do.  (Leave  blank  if 

single) 


Average : 

# 

% 

2.91 

• • 

. 

1 

2 

3 

4 

X: 

2.9 

14.3 

71.4 

11.4 
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HOW  CHAPLAINS  VIEW  THEIR  WORK  (Questions  30-67) 


Job  content  or  the  nature  of  the  work  itself  is  regarded  as  one  of 
the  most  important  "intrinsic  factors"  of  job  satisfaction  by  Herzberg 
and  others.  These  intrinsic  factors  equate  with  the  higher-order  needs 
of  A.  H.  Mas  low's  "need  hierarchy."  Herzberg  maintains  that  only  the 
work  itself  together  with  other  intrinsic  factors  such  as  those  already 
considered,  achievement,  growth  and  recognition,  are  "satis fiers."  On 
the  basis  of  the  intrinsic  factors  relating  to  work  which  are  examined 
in  this  section,  it  is  possible  to  conclude  that  chaplains  experience 
a high  degree  of  job  satisfaction. 

This  can  also  be  concluded  in  terms  of  what  Edward  Lawler  calls 
the  "core  dimensions"  of  variety,  task  identity,  and  autonomy,  which 
are  examined  in  this  section.  Further,  Leon  Festinger's  work  on 
"cognitive  dissonance"  points  toward  the  possibility  of  constant  adjust- 
ments or  "tradeoffs"  in  the  multiplicity  of  factors  which  yield  job 
satisfaction.  In  the  findings  which  follow,  it  appears  that  the  super- 
abundance of  possible  roles  for  chaplains  would  provide  superb  leverage 
for  readjustment  or  compensation  in  job  satisfaction,  should  any  con- 
tributing factor  to  job  satisfaction  be  lessened  or  withdrawn. 

The  overall  data  concerning  the  chaplain's  work  which  follows  seems 
to  indicate  an  extremely  high  level  of  job  satisfaction  for  Army  chap- 
lains, though  with  a few  qualifications.  This  constellation  of  work 
factors  is  considered  under  three  categories:  desired  'unctional  areas 

and  roles,  utilization  of  skills  and  abilities,  and  the  conditions 
which  enhance  autonomy,  variety,  challenge,  and  opportunity  for  profes- 
sional growth. 
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The  following  results  provide  both  a composite  and  detailed  picture 


of  how  chaplains  view  their  work: 

1.  Desired  roles  and  functional  areas. 


30.  I am  satisfied  with  my  present  job. 


Average : 


Strongly 

Strongly 

Agree  Agree 

Disagree  Disagree 

1.74 

1 2 

3 4 

42.9  43.9 

9.7  3.5 

% Agreement 


An  analysis  was  made  of  those  chaplains  who  agreed  strongly  they  are 
satisfied  with  their  present  job  in  comparison  with  those  who  are  satis* 
fied  or  dissatisfied.  The  data  parallels  at  every  point  the  analysis 
following  question  38  which  deals  with  the  satisfaction  of  chaplains  in 
their  role  as  clergymen  in  the  US  Array.  The  same  factors  of  satisfac- 
tion or  dissatisfaction  are  present,  on  the  whole,  whether  measuring 
satisfaction  with  present  job  or  overall  role  as  a clergyman  in  the 
Array.  The  only  difference  is  that  the  degree  of  dissatisfaction  is 
generally  somewhat  less  for  job  than  role.  Demographic  comparisons  are 
generally  parallel  as  well. 
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33. 


I would  rather  work  alone  than  in  a chaplain  group. 


Average: 

%: 


Strongly 

Strongly 

Agree 

Agr  ee 

Disagree  Disagree 

261 

1 

2 

3 4 

7.4 

27.6 

53.4  11.6 

7o  . greement 

This  question  was  cross-tabulated  with  question  23:  ’’Most  of  ray  closest 

friends  are  chaplains."  Only  287„  of  those  who  indicated  most  of  their 
closest  friends  are  chaplains  would  rather  work  alone  than  in  a chaplain 
group.  However,  of  those  who  disagreed  that  most  of  their  closest 
friends  are  chaplains,  38.2%  would  rather  work  alone.  Of  those  who 
strongly  disagreed,  the  desire  to  work  alone  rose  to  54.5%. 

37.  I would  rather  be  a specialist  of  my  choosing  (Clinical 
Pastoral  Education,  Hospital,  Religious  Education,  etc.)  than  a 
"generalist." 

Average : . . . . 

12  3 4 

%:  16.3  22.8  42.5  18.5 


CPT  NAJ  LTC  COL  J PROT  HC. 


Of  those  who  are  presently  in  special  ministries,  97.4%  consider 
their  Army  service  a success  (Question  17),  95.6%  are  satisfied  with 
their  present  job  (Question  30),  and  they  rate  Special  Ministries  on  an 
average  of  7.35  compared  with  the  top  rating  of  6.81  given  to  the  Small 
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post  chaplain  functional  area  by  all  chaplains.  Yet,  as  will  be  seen 
in  graph  form  in  question  74,  only  29.8 % believe  it  is  better  to  be  a 


"specialist"  than  a "generalist"  for  promotion  purposes. 


38.  I am  satisfied  with  my  role  as  a clergyman  in  the  US  Army. 


Average: 


%: 


Strongly 

Strongly 

Agree 

Agree  Disagree  Disagree 

1.73 

• • • • 

1 

2 3 4 

40.6 

47.7  9.4  2.3 

CPT  MAJ  LTC  COL  J PROT  R.C. 

7.  Agreement 


In  attempting  to  find  possible  causes  of  satisfaction/dissatisfac- 
tion, the  sample  of  chaplains  responding  to  question  38,  was  broken 
into  three  separate  groups  as  follows:  those  highly  satisfied  with 

their  role  as  a clergyman  in  the  US  Army,  those  moderately  satisfied, 
and  those  dissatisfied.  (It  is  important  to  remember  that  the  dissatis- 
fied represent  only  11.77.  of  the  chaplains  responding  to  the  survey.) 
These  three  groups  were  then  used  just  as  if  they  were  demographic  fac- 
tors and  cross-tabulated  with  other  questions  with  the  following  results: 
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a. 


In  response  to  the  statement  "I  am  more  satisfied  with  my 


work  as  an  Army  chaplain  than  I would  be  as  a civilian  clergyman’' 
(Question  18): 

Agreement  with  the  above  statement  by  chaplains 
very  satisfied  with  their  role  as  a clergyman 
in  the  Army  89.2% 

Chaplains  satisfied  with  role  79.1% 

Chaplains  dissatisfied  with  role  48.7% 

b.  Response  to  the  statement,  "I  feel  closer  to  the  chaplaincy 
than  to  my  denomination"  (Question  70): 

Chaplains  very  satisfied  with  role  50.7% 

Chaplains  satisfied  with  role  41.7% 

Chaplains  dissatisfied  with  role  27.77. 

c.  "During  my  time  in  the  chaplaincy,  I have  experienced 
considerable  intellectual  growth''  (Question  21) : 

Very  satisfied  with  role  • 90.6% 

Satisfied  with  role  85.1% 

Dissatisfied  with  role  57.4% 

d.  "During  ray  time  in  the  chaplaincy,  I have  experienced 
considerable  spiritual  growth"  (Question  26): 

Very  satisfied  with  role  88.8% 

Satisfied  with  role  79.87. 

Dissatisfied  with  role  62.9% 

e.  "I  am  satisfied  with  my  present  job”  (Question  30): 

Very  satisfied  with  role  93.3% 

Satisfied  with  role  88.7% 

Dissatisfied  with  role  56.5% 
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f.  "I  desire  more  freedom  for  independent  action  in  doing  my 
work  as  a chaplain"  (Question  40): 

Very  satisfied  with  role  23.77, 

Satisfied  with  role  35.27, 

Dissatisfied  with  role  60.97, 

g.  "As  an  Army  chaplain  my  prior  education  has  been  under- 
utilized" (Question  31): 

Very  satisfied  with  role  17.67, 

Satisfied  with  role  29.27, 

Dissatisfied  with  role  54.47, 

h.  "I  am  in  general  accord  with  the  present  goals  and  pro- 
grams of  the  Army  chaplaincy"  (Question  8): 

Very  satisfied  with  role  36.47. 

Satisfied  with  role  82.67, 

Dissatisfied  with  role  45.6% 

i.  "I  would  like  to  see  rank  eliminated"  (Question  94): 

Very  satisfied  with  role  19.37, 

Satisfied  with  role  32.1% 

Dissatisfied  with  role  52.2% 

Other  significant  variances  occurred  on  whether  the  chaplaincy 
offers  enough  opportunity  for  professional  growth,  the  more  satisfied 
seeing  more  opportunity;  those  less  satisfied  said  they  had  less  oppor- 
tunity to  discuss  and  participate  in  decisions  affecting  their  careers 
as  well  as  feeling  less  interest  in  their  careers  on  the  part  of  the 
Personnel  Directorate  of  the  Office  of  the  Chief  of  Chaplains  and  their 
present  supervisory  chaplain;  and  the  more  dissatisfaction  with  role 
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corresponded  to  a greater  feeling  the  chaplaincy  is  less  relevant  to 
the  military  community  than  the  civilian  church  is  to  the  civilian  com- 


munity. 


Demographic  differences  were  less  pronounced,  but  should  be  noted: 


7.  Very 
Satisfied 
With  Role 

7. 

Satis  fied 
With  Role 

7o  Dis- 
satisfied 
With  Role 

Survey  % of 
Chaplaincy  in 
Each  Category 

Component 

Regular  Army 

36 

24.2 

23.2 

28.9 

US  Army  Reserve 

56.3 

68.3 

70.5 

63.6 

National  Guard 

7.7 

7.5 

6.3 

7.5 

100  % 100  7.  100  % 100  °L 


Rank 

CPT 

25.4 

33.4 

38.1 

30.5 

MAJ 

39.2 

41.3 

37.2 

40.1 

LTC 

24.9 

20.3 

23 

22.6 

COL 

10.5 

4.9 

1.8 

6.8 

Marital  State 

Single 

14.7 

17.8 

26.1 

17.5 

Married 

83.8 

80.7 

70.3 

80.5 

Divorced  or 

1.5 

1.5 

3.6 

2.0 

Separated 


Denomination 


Jewish 

2.2 

2.6 

2.6 

2.4 

Protestant 

84.1 

79.4 

69.3 

80.2 

Roman  Catholic 

11.2 

15.2 

25.4 

14.8 

Other 

2.5 

2.8 

2.6 

2.6 

44-50.  If  you  could  have  the  choice  of  working  in  any  of  the 


following  functional  areas,  how  satisfying  would  they  be?  Indicate 
your  degree  of  satisfaction  with  each  area  listed  by  marking  on  the 
answer  sheet  any  number  from  1 through  9,  ranging  from  1 as  extremely 
dissatisfying  through  9 as  extremely  satisfying. 
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Ranking 


Average 


1. 

Small  post  chaplain 

6.81 

2. 

Troop  chaplain 

6.65 

3. 

Supervisor 

6.15 

4. 

Housing  area  chaplain 

6.12 

5. 

Special  Ministries 

(hospital,  confinement,  CPE  counseling) 

5.49 

6. 

Education 

5.24 

(Staff  and  Faculty  of  a service  school, 
CPE  supervisor,  etc.) 


7.  Administrative/Staff  4.83 


Functional  areas  prioritized  by  rank. 


Captain  Major 

Troop  Chaplain  Small  Post  Ch 

Small  Post  Ch  Troop  Chaplain 

Special  Ministries  Housing  Area  Ch 
Housing  Area  Ch  Supervisor 

Supervisor  Special  Ministries 

Education  Education 

Adrain/Staff  Admin/Staff 


Lieutenant 

Colonel 

Small  Post  Ch 

Supervisor 

Troop  Chaplain 

Housing  Area  Ch 

Admin/Staff 

Education 

Special  Ministries 


Colonel 
Supervisor 
Small  Post  Ch 
Troop  Chaplain 
Housing  Area  Ch 
Admin/Staff 
Education 

Special  Ministries 


Functional  areas  prioritized  by  denomination. 
Jewish  Protestant 

Small  Post  Chaplain 


Education 
Supervisor 
Troop  Chaplain 
Housing  Area  Chaplain 
Admin/Staff 
Special  Ministries 
Small  Post  Chaplain 


Troop  Chaplain 
Supervisor 

Housing  Area  Chaplain 
Special  Ministries 
Education 
Admin/Staff 


Roman  Catholic 
Small  Post  Chaplain 
Troop  Chaplain 
Housing  Area  Chaplain 
Supervisor 
Special  Ministries 
Education 
Admin/Staff 
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51-66.  From  the  following  sixteen  possible  roles  for  Army 
Chaplains,  indicate  the  degree  of  satisfaction  you  would  derive  from 
service  in  each  role,  by  again  marking  on  the  answer  sheet  any  number 
from  1 through  9,  ranging  from  1 as  extremely  dissatisfying  through  9 


as  extremely  satisfying. 
Ranking 


Average 


1 .  Preacher 


2.  Counselor 


3.  Visitor  of  troops  and  families  6.34 

4.  Representative  of  your  denomination  or  church  6.19 

5.  Liturgist  or  priest:  baptism,  circumcision, 

marriage,  communion,  mass,  funerals,  etc.  6.16 

6.  Supervisor  of  other  chaplains  6.02 

7.  Religious  educator  or  teacher  5.98 

8.  Staff  officer  and  religious  advisor  to  the 

commander  5.65 

9.  Morals  and  morale  builder  5.19 

10.  Evangelist-missionary  5.19 

11.  Administrator  and  organizer  5.00 

12.  Civilian  community  relations  liaison  4.95 

13.  Leader  in  social  action:  race  relations, 

community  affairs,  etc.  4.82 

14.  Personal  Effectiveness  Training  Instructor  4.71 

15.  Human  Self-Development  Instructor  4.24 

16.  Organization  Development  Specialist  4.07 

For  comparison  purposes,  research  done  by  the  author  at  the  US  Army 

Command  and  General  Staff  College  in  1969  on  "A  Study  of  Various  Role 
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Expectations  for  the  US  Army  Chaplain"  is  herewith  stated.  The  numerical 
ranking  involves  those  roles  chaplains  consider  to  be  the  most  important. 


1 . Preacher 

2.  Counselor 

3.  Liturgist-Pr iest 


8.  Evangelist-Missionary 

9.  Administrator  and  Organizer 

10.  Morals  and  Morale  Builder 


4.  Religious  Educator  and  Teacher  11.  Character  Guidance  Instructor 

5.  Staff  Officer  and  Religious  12.  Interpreter  of  Military  Values 

Advisor  to  the  Commander 

13.  Leader  in  Social  Action 

6.  Representative  of  His 

Denomination  or  Church  14.  Civilian  Community  Relations 

Specialist 


7.  Visitor 

Roles  prioritized  by  rank,  1976  survey. 


Captain 

Ma  lor 

Lieutenant 

Colonel 

Colonel 

Preacher 

Preacher 

Preacher 

Preacher 

Counselor 

Counselor 

Counselor 

Supervisor 

Visitor 

Visitor 

Supervisor 

Visitor 

Denom  Rep 

Liturgist-Priest  Liturgist-Priest  Liturgist-Priest 

Rel  Educ 

Denom  Rep 

Denom  Rep 

Counselor 

Liturgist-Priest 

Supervisor 

Visitor 

Rel  Educ 

Morals /Morale 

Rel  Educ 

Staff  Off/Adv 

Denom  Rep 

Supervisor 

Staff  Off /Ad v 

Rel  Educ 

Staff  Off/Adv 

Evang-Miss 

Evang-Miss 

Social  Action 

Admin  & Org 

Staff  Off  & 
Rel  Advisor 

Civ  Comm 

Admin  & Org 

Evang -Miss 

PET  Instructor 

Moral 8 /Morale 

Evang-Miss 

Morals /Morale 

Admin  & Org 

'idroin  & Org 

Civ  Comm  Liaison 

Social  Action 

Civ  Comm  Liaison 

Social  Action 

Morals /Morale 

Civ  Comm  Liaison 

Social  Action 

PET  Instructor 

PET  Instructor 

Human  Self  Dev 

Human  Self  Dev 

Human  Self  Dev 

Org  Dev  Spec 

PET  Instructor 

Organ  Dev  Spec 

Org  Dev  Spec 

Human  Self  Dev 

Organ  Dev  Spec 
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Roles  prioritized  by  denomination,  1976  survey. 


Jewish 

Protestant 

Roman  Catholic 

Rel  Educ 

Preacher 

Liturgist-Priest 

Denom  Rep 

Counselor 

Preacher 

Preacher 

Visitor 

Denom  Rep 

Staff  Off--Advisor 

Supervisor 

Rel  Educ 

Counselor 

Denom  Rep 

Counselor 

Li  turgi st -Priest 

Liturgist-Priest 

Visitor 

Admin  - Org 

Rel  Educ 

Morals  - Morale 

Supervisor 

Staff  Off--Advisor 

Staff  O'.'f--Advisor 

Morals  - Morale 

Evang-Miss 

Social  Iction 

Visitor 

Admin-Org 

Supervisor 

Social  Action 

Morals  - Morale 

Civ  Comm  Liaison 

PET 

Civ  Comm  Liaison 

Evang-Miss 

Civ  Comm  Liaison 

PET 

Admin-Org 

OD 

Social  Action 

HSD 

HSD 

HSD 

PET 

Evang-Miss 

CO 

OD 

67.  I consider  social  obligations  to  be  a valid  part  of  my 
duties  as  a chaplain. 


Strongly 

Strongly 

Agree 

Agree 

Disagree  Disagree 

Average : 

# 

1.1! 

• 

. 

1 

2 

3 4 

7.: 

31.7 

58.4 

7.5  2.5 
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2.  Utilization  of  skills  and  abilities. 


31.  As  an  Array  chaplain,  my  prior  education  has  been  under- 
utilized . 


Strongly 

Agree 

Agree 

Disagree 

Strongly 

Disagree 

Average: 

2.95 
• • 

1 

2 

3 

4 

X: 

8.9 

18.5 

51.3 

21.3 

OPT  NAJ  LTC  COL  DR’S  WA)  MS  j PROT  R.C. 

DECREE  DECREE 

X Agreement 


3.  Work  factors  such  as  challenge,  autonomy,  variety,  and  oppor- 
tunity for  professional  growth. 

32.  What  I do  in  my  off-duty  time  is  of  more  interest  to  me 
than  my  work. 

122 

Average:  . . ... 

12  3 4 

7.:  3.3  5.0  58.3  33.4 


34. 

life. 

Average : 

X: 

35. 

Average: 

X: 


I do  not  have  enough  time  off  for  my  family  and/or  private 


2J5I 

12  3 4 

12.3  31.2  49.7  6.8 

I am  over-supervised  in  my  work. 

117 

• • • • • 
12  3 4 

4.2  6.1  58.2  31.5 


||| 

J PHOT  RC. 


J PROT  RJt 
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I 


36.  The  US  Army  Chaplain  School  has  prepared  me  adequately 

for  my  responsibilities  as  an  Army  chaplain. 

/ 

Strongly  Strongly 

Agree  Agree  Disagree  Disagree 


Average : 

1: 


1 

7.2 

60J 


2.60 

2 3 4 

43.5  31.6  17.6 


i jg  50  i 

8 1 i i Mb 

CPT  MAJ  LTC  COL  CAREER  BASIC 

COURSE  COURSE 
GRAD  GRAD 

7.  Agreement 

39.  The  chaplaincy  does  not  offer  enough  opportunity  for  pro- 
fessional growth. 

Average : . . 

12  3 4 

7.:  6.7  16.7  45.7  30.9 


CPT  MAJ  LTC  COL  J PROT  R.C. 

40.  I desire  more  freedom  for  independent  action  in  doing  mv 
work  as  a chaplain. 

Average : 


2JB8 


12  3 4 

7. : 6.8  26.8  58.0  8.4 


CPT  MAJ  LTC  COL  J PROT  HC. 
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41. 


I have  been  moved  from  one  job  to  another  too  often. 


Strongly 

Strongly 

Agree 

Agree 

Di^igree  Disagree 

Average : 

2 41 

• • • 

1 

2 

3 4 

1-. 

9.1 

16.5 

57.1  17.3 

42.  I wish  my  job  were  more  challenging. 


Average : 
1- 


m 

12  3 4 

2.6  13.3  59.7  24.4 


J PROT  RjC. 

% Agreement 


Average 

% 


43.  My  work  as  a chaplain  is  very  interesting. 

151 

1*2  3 4 


53.4 


42.5 


3.4 


,07 


HOW  CHAPLAINS  LOOK  AT  THE  ORGANIZATION  OR  "THE  SYSTEM"  (Questions  68-107) 


This  section  deals  with  the  complex  institutional  environment  in 
which  the  chaplain  lives  and  works.  As  a representative  of  both  church 
and  state,  the  chaplain  finds  himself  in  a position  of  having  to  adjust 
himself  to  the  organizational  demands  and  expectations  of  command,  the 
chaplaincy,  and  his  denomination.  At  many  points  there  is  identity  of 
interest.  For  example,  chaplains  fulfill  the  common  need  for  civilian 
denominations  to  provide  continued  worship  opportunities  for  any  of 
their  membership  who  go  into  the  Army,  but  this  also  represents  a conmand 
desire  to  provide  for  the  spiritual  needs  of  members  of  the  Army.  At 
other  points,  however,  there  may  be  institutional  pressures  which  con- 
tend for  the  chaplain's  loyalty.  In  the  midst  of  this  often  confusing 
network  of  institutional  relationships,  it  appears  chaplains  have  charted 
their  own  course,  not  independent  of  any  of  these  institutions,  but  not 
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so  exclusively  beholden  to  any  of  them  that  they  are  not  able  to  function 
effectively  as  the  representatives  they  are  of  both  church  and  state. 

The  first  two  sections  have  revealed  a very  high  chaplain  self-im&ge, 
as  well  as  a very  high  sense  of  job  satisfaction  with  the  work  itself. 

In  this  section,  more  differences  occur  among  chaplains  as  they  view 
differently  various  organizational  practices.  The  results  would  seem 
to  confirm  Herzberg's  findings  that  "extrinsic  factors"  are  unimportant 
in  determining  job  satisfaction.  However,  the  high  simultaneous  insti- 
tutional loyalty  of  chaplains  to  denomination,  chaplaincy,  and  command 
preclude  drawing  such  a firm  conclusion.  Instead,  it  appears  that 
chaplains  feel  themselves  adept  at  adjusting  to  the  pulls  and  pressures 
of  competing  loyalties.  This  section  may  more  underscore  Fritz  Heider's 
balance  theory,  that  if  an  organization  considers  a job  to  be  important 
and  the  person  likes  the  organization,  then  he  will  like  his  job.  It 
is  in  this  section,  then,  that  the  conflicts  and  convergences  of  indi- 
vidual and  organizational  needs  are  highlighted  under  the  following 
headings: 

1.  Quality  of  supervisory  leadership  in  command,  chaplaincy,  and 
denomination. 

2.  Communication  process  and  reward  system. 

3.  Training  and  education  opportunities. 

4.  Policies  and  administration. 
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1.  Quality  of  supervisory  leadership  in  command,  chaplaincy,  and 


denomination. 

70.  I feel  closer  to  the  chaplaincy  than  to  my  denomination. 


Average : 

X: 


Strongly 

Agree 

Agree 

Disagree 

Strongly 

Disagree 

2.12 

• 

1 

2 

3 

4 

11.0 

32.6 

39.5 

16.9 

49.3  ^ 


512 


III IJJm 


CPT  MAJ  !.TC  COL  J PROT  R.C. 

7.  Agreement 

81.  I am  in  general  accord  with  the  present  goals  and  programs 
of  the  Army  chaplaincy. 

Average : 


2.13 


2 3 

7.:  13.0  66.7  15.1 


1 

13.0 


4 

5.2 


ill 


J PROT  R.C. 

82 . My  church  or  denomination  has  a strong  impact  on  the 

85J 


things  I do  as  a chaplain 
Average  r 
7.: 


2.19 


1 

19.8 


2 

47.6 


3 

27.0 


4 

5.7 


ill 


J PROT  R£ 

85.  My  present  supervisory  chaplain  has  taken  a strong 


personal  interest  in  my  professional  career  development. 


Average : 


2.33 


86.  I believe  commanders  usually  are  more  interested  in 
chaplains  working  for  military  goals  than  church-oriented  goals. 


Average: 


7: 


Strongly 

Agree  Agree  Disagree 

2.15 

• • • • 

1 2 3 

20.9  47.8  26.6 


87.  The  amount  of  guidance  I receive  from 


% Agreement 


supervisory  chaplains  is  insufficient. 


Average: 

. 

2.76 

• 

* 

1 

2 

3 

4 

7.: 

7.8 

21.6 

57.5 

13.1 

88.  The  Army  chaplaincy  is  less  relevant  to  the  military  com- 


munity than  is  the  civilian  church  to  the  civilian  community. 

3.12 


Average: 

7.: 


1 

5.7 


2 

12.7 


3 

45.7 


4 

35.9 


U 31 

■ ill 


J PROT  R.C. 

91.  Usually  my  commanding  officers  have  understood  my  role  as 


a chaplain. 
Average : 

7.: 


IJ7 

• • « « l • 

12  3 4 

22.7  61.2  12.6  3.5 


95. 

General  Staff 
Average : 
1: 


I would  rather  have  one  year  at  the  US  Army  Command  and 

College  than  a year  of  civilian  education. 

3.13 

12  3 4 

7.6  12.7  39.1  40.6 


CPT  MAJ  LTC  COL  C6SC  NON- 


GRAD  GRAD 
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97.  As  a rule,  supervisor  chaplains  have  respected  the  denom- 


inational practices  to  which  I am  conmitted. 


Strongly 

Strongly 

Agree  Agree 

Disagree 

Disagree 

Average: 

1.66 

• • • 

. 

. 

1 2 

3 

4 

7„: 

42.9  50.6 

4.4 

2.1 

101.  My  supervisory  chaplain  values  my  opinions  with  respect 

to  religious  program  planning. 

Average:  ... 

12  3 4 

7„:  28.4  60.6  7.8  3.2 


104.  In  doing  my  duty  as  a chaplain,  if  I were  to  have  a con- 
flict with  my  commanding  officer,  I am  confident  my  supervisory  chaplain 
would  support  me. 

2.28 

Average:  . . . 

12  3 4 

7.:  19.0  45.3  24.5  11.2 

7.  Agreement 


2.  Communication  process  and  reward  system. 


71.  I am  satisfied  with  my  pay  and  allowarces. 


Average : 

. 

1.85 

• 

1 

2 

3 

4 

7.: 

31.5 

55.2 

10.4 

3.0 

J PROT  R.C. 
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72. 


The  quality  of  military  housing,  when  provided  for  Army 

chaplains,  is  satisfactory. 

Strongly  Strongly 

Agree  Agree  Disagree  Disagree 

2.46 


Average : 

7.: 


1 

9.8 


2 

51.7 


m £ 


3 

21.2 

663 


4 

17.3 


Uili 

J PROT  R.C.  SINGLE  MARRIED 


7.  Agreement 

73.  If  I could  be  guaranteed  the  job  of  my  choice  on  a long- 
term basis,  I would  be  willing  to  forego  promotion. 

237 


Average : 
7.: 


1 

16.9 

563 


2 

38.8 


3 

34.8 


4 

9.4 


ill  (ill 

CPT  NAJ  LTC  COL  J PROT  R£. 


74.  For  promotion  purposes,  it  is  better  to  be 
than  a "generalist." 

Average : 

X: 


"specialist" 


165 


1 

10.3 


2 3 

27.8  48.9 


4 

13.0 


i B i a a i 

CPT  NAJ  LTC  COL  CHAPUINS  Al“  _ 


run 

M SPEC  CHAPLAINS 
MM1STR1ES 
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< 


76.  For  promotion  purposes,  it  is  better  to  be  from  a large 
denomination  than  a smaller  one. 


Strongly 

Strongly 

4Z9 

Agree 

Agree 

Disagree 

Disagree 

■ ^ 185 

Average: 

240 

III 

1 

2 

3 

4 

J PROT  R.C. 

7,: 

5.3 

17.0 

60.4 

17.4 

% Agreement 

77.  For  promotion  purposes,  it  is  better  for  a chaplain  to  be 


a member  of  a racial  minority. 


J PRO!  RjC.  CAU  ALL  BUCK 
MINORITIES 


78.  For  promotion  purposes,  it  is  better  to  have  advanced 

civilian  education  than  advanced  military  education. 

Average:  . . . 

12  3 4 

1:  5.0  22.0  62.8  10.2 

79.  The  Army  offers  me  good  job  security. 


OPT  MAJ  LTC  COL 


f 


\ 
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I 


83.  Regular  Army  chaplains  receive  more  favorable  career  con- 
sideration than  active  duty  chaplains  who  are  not  in  the  Regular  Army. 


Average : 

RA  USAR  NG 

94.  I would  like  to  see  rank  for  chaplains  eliminated.  % Agreement 


CPT  MAJ  LTC  COL  J PROT  RjC. 


98.  For  the  most  part,  I believe  supervisory  chaplains  have 


been  diligent  in  communicating 

to  me 

necessary  ccmmand  or  technical 

branch  information  I 

needed  to 

know . 

Average : 

m 

2.17 
• • 

# • 

1 

2 

3 4 

1: 

15.6 

57.9 

20.3  6.2 

99.  I feel 

chaplains  need  to  work  more  closely  with  one 

another  than  they  do. 

Average : 

# 

l.lt 

• • 

. 

1 

2 

3 4 

1: 

31.5 

52.4 

14.7  1.4 

100.  I would  like  to  spend  more  time  with  chaplains  in  open 
sharing  and  discussion  of  mutual  problems. 


Average : 

# 

1.14 

• • 

# 

• 

1 

2 

3 

4 

%: 

25.1 

58.2 

14.6 

2.1 

Agree  Disagree 


Strongly 

Disagree 


£Z  68.6 

in 


103.  I consider  rank  to  be  an  impediment  to  working  more  closely 


with  other  chaplains. 


Strongly 

Agree 

Agree 

Disagree 

Strongly 

Disagree 

Average: 

# 

303 

4 

1 

2 

3 

4 

7.: 

7.7 

12.3 

49.3 

30.6 

107.  The  rewards  I sought  in  becoming  a clergyman  are  different 


from  those  which  I find  in  the  Army. 
Average: 

1 2 

7.:  4.6  10.5 


3J8 

• • 4 

3 4 

48.6  36.3 


3.  Training  and  education  opportunities. 

89.  I feel  that  I am  theologically  better  informed  than  my 
civilian  counterparts. 

Average : 

7.:  10 

90.  The  9-month  chaplain  advanced  course  should  be  reduced  in 


2.57 


1 

.0 


2 

30.8 


3 

51.5 


4 

7.7 


1 

fi.4 

■ 

J 1 

PRUT 

R.Q 

% Agreement 


length . 

Average: 

7.: 


233 

• • • • • 
12  3 4 

26.7  29.8  27.1  16.4 
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93. 


I would  prefer  to  have  short  courses  of  preparation  just 


prior  to  each  job  assignment  instead  of  the  9-month  advanced  course. 


Strongly 

Agree 

Agree 

Disagree 

Strongly 

Disagree 

Average : 

233 

• 

1 

2 

3 

4 

1: 

23.9 

32.6 

30.0 

13.4 

CPT  MAJ  LTC  COL  J PROT  RjC. 

% Agreement 

96.  I desire  more  opportunities  for  theological  update. 


Average: 


7.: 


UBT 

• • • 

1 2 
44.9  44  .'4 


3 4 

9.7  1.0 


105. 

opportunities 

Average: 

7.: 


Advanced  education  for  chaplains  should  include  more 

for  theological  studies. 

1*7 

• • • • • 

12  3 4 

42.3  49.6  7.0  1.1 


106. 

opportunities 

Average: 

7.: 


Advanced  education  for  chaplains  should  include  more 

for  study  in  the  behavioral  sciences. 

2.03 

12  3 4 

23.6  54.7  16.7  5.0 


4.  Policies  and  administration. 

68.  I like  the  idea  of  having  Specialty  Skill  Identifiers  (SSI), 

rather  than  a single  Chaplain  M0S. 

Average:  . . 

12  3 4 

7.:  30.0  46.8  14.9  8.3 
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i.  I would  rather  be  rated  by  a line  officer  than  a chaplain. 

Strongly  Strongly 

Agree  Agree  Disagree  Disagree 


Average : 


75.  I would  like  to  be  rated  by  my  peers  or  fellow  chaplains 


in  Officer  Efficiency  Reports. 


Average : 


2 3 

27.6  45.1 


. iiU 

21.7  CPT  MAJ  LTC  COL 

% Agreement 
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CHAPTER  III 
DISCUSSION  OF  RESULTS 

HOW  CHAPLAINS  SEE  THEMSELVES  (Questions  17-29) 

The  self-image  chaplains  have  of  themselves  is  exceedingly  high. 
All  but  1.9%  believe  their  service  as  an  Army  chaplain  has  been  a suc- 
cess. All  but  4.5%  feel  confident  in  their  ability  to  do  nearZy  any 
task  required  of  them  in  their  duty  as  chaplains.  With  the  average 
chaplain  having  had  3.4  years  civilian  clergy  experience,  nearly  80% 
believe  they  are  more  satisfied  with  their  work  as  a chaplain  than  they 
would  be  as  civilian  clergymen.  All  but  3.4%  feel  their  fellow  chap- 
lains have  a high  degree  of  respect  for  them  as  individuals,  and  all 
but  4.5%  in  relation  to  commanding  officers.  Over  80%  believe  they 
have  experienced  considerable  intellectual  and  spiritual  growth  during 
their  time  in  the  chaplaincy.  Most  chaplains,  88.6%,  indicate  a strong 
desire  to  influence  other  people.  In  short,  chaplains  feel  good  about 
themselves  as  they  measure  success,  their  own  personal  growth,  their 
desire  to  influence  people,  and  the  acceptance  and  recognition  they 
receive  from  peers  and  supervisors. 

Whereas  chaplains  have  a high  self-image  of  themselves  and  feel 
that  fellow  chaplains  have  a high  degree  of  respect  for  them,  more  than 
half  disagree  with  the  statement,  "Most  of  my  closest  friends  are  chap- 
lains." It  is  difficult  to  isolate  the  factors  which  bear  upon  this 
perception.  It  would  seem  that  this  can  be  discounted  as  a negative 
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factor  in  describing  the  chaplain’s  self-ima.e,  based  upon  the  high 
consistency  of  positive  factors.  Several  features  stand  out.  Log- 
ically, with  a shorter  term  of  service  in  wtv'ch  to  develop  friendships 
only  30.8%  of  captains  agree.  More  married  chaplains  consider  most  of 
their  closest  friends  to  be  chaplains,  than  those  who  are  single.  Also, 
45.5%  Protestants  agree,  whereas  only  33.8%  of  the  Roman  Catholics  and 
26%  of  the  Jewish  chaplains  agree.  Could  this  reflect  literal  isolation 
(fewer  priests  and  rabbis  to  cover  wide  areas  or  more  units),  a stronger 
desire  to  be  with  clergy  of  one's  own  denomination,  or  a degree  of  aliena- 
tion in  a Protestant-oriented  chaplaincy?  It  is  difficult  to  say,  but 
more  will  be  said  later  when  denominational  differences  are  discussed. 
Another  factor  could  be  simply  the  desire  for  "a  change  of  pace,"  to  be 
with  those  who  will  not  "talk  shop."  One  other  possibility  is  that 
chaplains  lack  a warm,  collegial  relationship.  Based  on  all  the  var- 
iables mentioned,  it  would  not  be  possible  to  Isolate  lack  of  collegi- 
ality  as  a single  or  influencing  factor.  Collegiality  will  be  discussed 
as  a separate  topic.  It  is  not  possible,  then,  to  determine  the  basis 
of  response  to  this  question,  other  than  as  it  may  supplement  or  illumine 
other  data. 


HOW  CHAPLAINS  VIEW  THEIR  WORK 

Chaplains  register  strong  satisfaction  with  the  present  job  they 
hold,  86.8%  agreeing  they  are  satisfied.  88.3%  feel  satisfaction  with 
their  overall  role  as  clergymen  in  the  US  Army.  95.9%  describe  their 
work  as  very  interesting  and  only  15.9%  wish  their  job  were  more  chal- 
lenging. Only  8.3%  feel  that  what  they  do  in  their  off-duty  time  is  of 
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more  interest  to  them  than  their  work.  The  chaplain's  high  self-image 
outlined  in  the  first  section  is  complemented  by  an  almost  equally  high 
satisfaction  with  the  work  and  role  of  a US  Army  chaplain. 

There  are  significant  differences,  however,  in  the  degree  of  sat- 
isfaction chaplains  derive  from  working  in  various  roles  or  functional 
areas.  The  two  most  satisfying  roles  for  Army  chaplains  as  a whole  are 
the  preacher  and  counselor  roles,  in  that  order.  This  has  not  changed 
since  the  author's  Command  and  General  Staff  College  research  seven 
years  ago.  However,  this  does  indicate  to  some  extent  the  Protestant 
influence  in  the  chaplaincy.  Jewish  chaplains  rank  religious  educator 
or  teacher  first,  representative  of  their  denomination  second,  preacher 
third,  staff  officer  and  religious  advisor  to  the  commander  fourth,  and 
counselor  fifth.  Roman  Catholics  place  liturgist-pr iest  first:,  preacher 
second,  representative  of  denomination  third,  religious  educator  or 
teacher  fourth,  and  counselor  fifth.  Overall,  the  classic  clergy  roles 
appear  to  be  most  satisfying  to  chaplains,  although  a managerial  role, 
supervisor  of  other  chaplains,  ranks  sixth.  More  recently  developed 
roles  rank  at  the  bottom:  Personal  Effectiveness  Training  instructor, 

Human  Self-Development  instructor,  and  Organization  Development  special- 
ist. Lack  of  satisfaction  in  the  Personal  or  Organizational  Effectiveness 
roles  may  relate  partially,  however,  to  the  chaplain's  perception  of 
"specialist"  roles. 

Only  39.1%  of  chaplains  would  rather  be  a "specialist"  of  their  own 
choosing  than  a "generalist."  The  desire  to  be  a "specialist"  decreases 
proportionately  with  rank.  Over  60%  of  the  chaplains  hold  that  for  pro- 
motion purposes,  it  is  better  to  be  a "generalist"  than  a "specialist." 
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Nevertheless,  It  appears  that  those  chaplains  who  are  engaged  in  special 
ministries  experience  a high  degree  of  job  satisfaction,  though  they  are 
even  more  sere  than  other  chaplains  that  it  may  hurt  them  in  terms  of 
promotion. 

As  to  assignments  described  functionally,  chaplains  prefer  in  order 
small  post  chaplain,  troop  chaplain,  supervisor,  and  housing  area  chaplain. 
Ranking  further  down  the  scale  in  a second  tier  are  special  ministries, 
education  (staff  and  faculty  of  a service  school,  CPE  supervisor,  etc.), 
and  administrative/staff.  It  appears  that  chaplains  prefer  a more  public 
role  involving  the  classic  clergy  functions  as  opposed  to  more  specialized 
tasks,  with  the  exception  of  the  supervisory  function. 

In  performing  the  various  roles  of  a chaplain,  less  than  30%  believe 
their  prior  education  has  been  underutilized.  The  longer  a chaplain  is  in 
the  Army,  the  less  he  feels  his  education  has  been  underutilized.  However 
45.6%  of  those  chaplains  holding  doctorates  believe  their  education  has 
been  underutilized.  Chaplains  are  nearly  split  on  whether  the  US  Army 
Chaplain  School  prepared  them  adequately  for  their  responsibilities  as 
Army  chaplains.  Captains  are  the  most  doubtful.  Whereas  59.7%  of 
advanced  course  graduates  feel  adequate  preparation,  only  34.2%  of  those 
who  are  not  advanced  course  graduates  agree.  In  other  words,  chaplains 
feel  the  basic  course  is  less  than  it  should  be.  Overall,  however, 
three-quarters  of  the  chaplains  believe  the  chaplaincy  offers  enough 
opportunity  for  professional  growth. 

In  doing  their  work,  65%  of  the  chaplains  would  rather  work  in  a 
chaplain  group  than  alone  and  this  feeling  increases  with  rank.  In 
cross-tabulation  with  tie  question,  "Most  of  my  closest  friends  are 
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chaplains,"  it  was  found  that  a correlation  exists.  Those  who  count 
most  of  their  closest  friends  as  chaplains  are  more  likely  to  desire 
working  in  a chaplain  group  than  alone.  Conversely,  those  who  most 
strongly  disagreed  with  the  statement  are  more  desirous  of  working 
alone. 

Somewhat  related,  only  10.3%  of  the  chaplains  feel  they  are  over- 
supervised in  their  work.  One-third  of  the  chaplains  desire  more  free- 
dom for  independent  action  in  doing  their  work,  though  the  fraction 
rises  to  one-half  with  Jewish  and  Roman  Catholic  chaplains.  Thus  it 
can  be  said  that  chaplains  feel  a fairly  high  degree  of  autonomy. 

Chaplains  are  divided  on  whether  their  work  permits  them  enough 
time  off  for  family  and/or  private  life.  41.9%  of  the  Protestants 
believe  they  do  not  have  o.nough  time,  whereas  the  figure  is  53.2%  for 
the  Roman  Catholics  and  58.3%  for  Jewish  chaplains.  This  may  again 
point  to  the  wider  area  coverages  required  of  Catholic  and  Jewish 
chaplains. 

A special  analysis  was  made  of  the  factors  which  appeared  to  make 
the  most  difference  as  to  whether  a chaplain  is  strongly  satisfied, 
satisfied  or  dissatisfied  with  his  role  as  a clergyman  in  the  US  Army. 
(See  data  following  question  38  on  pp.  22-25.)  These  key  factors  appear 
to  be: 

1.  Ability  to  identify  closely  with  the  chaplaincy — its  work, 
its  freedom  for  independent  action,  its  rank  structure,  and  its  utili- 
zation of  prior  chaplain  education.  Satisfaction  increases  with  closer 
identification  with  the  chaplaincy. 

2.  A self-estimate  of  intellectual  ..nd  spiritual  growth. 
Satisfaction  increases  with  a higher  self-estimate  of  personal  growth. 
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3.  Satisfaction  with  present  job.  Satisfaction  with  role 
increases  as  satisfaction  with  present  job  increases. 

To  summarize,  job  content  is  highly  interesting  and  challenging 
to  chaplains  of  all  ranks.  They  are  highly  satisfied  both  with  their 
role  as  clergymen  in  the  Army  and  with  their  specific  jobs.  The  clas- 
sic clergy  roles  offer  the  most  satisfaction.  Chaplains  believe  their 
prior  education  is  sufficiently  utilized  and  that  the  chaplaincy  offers 
ample  opportunity  for  professional  growth.  However,  there  seems  to  be 
a difference  of  opinion  as  to  whether  the  US  Army  Chaplain  School  pre- 
pares chaplains  adequately  for  their  responsibilities  as  chaplains, 
especially  in  the  basic  course.  Chaplains  enjoy  a fairly  high  degree 
of  autonomy  in  their  work,  but  half  the  chaplains  still  do  not  feel 
they  are  able  to  have  enough  time  off  for  family  or  private  life. 

Finally,  factors  related  to  personal  growth,  the  ability  to  identify 
with  the  chaplaincy,  and  satisfaction  with  present  job  Jeem  to  be  more 
critical  than  others  in  the  degree  of  satisfaction  chaplains  experience 
in  the  clergy  role  in  the  US  Army. 

HOW  CHAPLAINS  LOOK  AT  THE  ORGANIZATION  OR  "THE  SYSTEM"  (Questions  68-107) 

Leon  Festinger's  theory  of  "cognitive  dissonance"  seems  to  have 
fitting  application  to  Army  chaplains.  In  order  to  avoid  inconsistency 
in  cognitive  beliefs  a balance  must  be  maintained  by  continual  adjust- 
ment, the  reweighting  of  one  factor  in  relation  to  another,  so  that  job 
satisfaction  will  result.  In  the  interaction  between  denomination, 
command,  and  chaplaincy,  it  appears  that  chaplains  are  required  to  make 
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almost  daily  fine  tunings,  and  sometimes  major  adjustments,  in  the 
face  of  competing  demands. 

One  could  assume  that  because  the  chaplain  lives  with  command 
organization  on  a daily  basis,  that  it  is  the  dominant  influence  over 
his  life.  He  maintains  that  this  is  not  so.  The  unseen  power  of  his 
church  or  denomination  has  a strong  impact  on  the  things  he  does  as  a 
chaplain,  according  to  two-thirds  of  chaplain  respondents.  An  even 
larger  85%  of  Roman  Catholic  chaplains  feel  this  way.  More  than  half 
the  chaplains  feel  closer  to  their  denomination  than  to  the  chaplaincy. 
However,  this  is  so  because  while  Protestants  feel  closer  to  the  chap- 
laincy by  51.2%,  Roman  Catholics  feel  closer  to  their  denomination  by  a 
heavy  margin  of  90.2%,  as  do  Jewish  chaplains  by  a two-thirds  margin. 
Rankwise,  captains  also  feel  closer  to  their  denomination  by  the  two- 
thirds  margin. 

Nonetheless,  this  does  not  mean  that  chaplains  have  a low  view  of 
the  chaplaincy.  Nearly  80%  of  all  chaplains  are  in  general  accord  with 
the  present  goals  and  programs  of  the  Army  chaplaincy,  including  61.9% 
of  Roman  Catholics.  Neither  do  chaplains  believe  the  Army  chaplaincy 
is  less  relevant  to  the  military  community  than  is  the  civilian  church 
to  the  civilian  community,  by  a margin  of  ovor  4 to  1. 

To  continue  what  appear  to  be  points  of  delicate  balance,  chaplains 
believe  commanders  usually  are  more  Interested  in  chaplains  working  for 
military  goals  than  church-oriented  goals,  by  over  a two-thirds  margin. 
Yet  by  an  83.9%  margin,  chaplains  believe  commanding  officers  have  under 
stood  their  role  as  a chaplain.  Chaplains  would,  in  fact,  rather  be 
rated  by  a line  officer  than  a chaplain  by  a margin  of  nearly  2 to  1. 
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In  contrast,  chaplains  do  not  desire  to  be  rated  by  their  peers  or 
fellow  chaplains  by  the  same  2 to  1 margin. 

As  to  the  chaplain's  view  of  supervisory  leadership,  60%  feel  their 
supervisory  chaplains  have  taken  a strong  personal  interest  in  their  pro- 
fessional career  development.  They  feel  very  strongly  that  their  super- 
visory chaplains  value  their  opinions  with  respect  to  religious  program 
planning,  respect  the  denominational  practices  to  which  they  are  committed, 
are  diligent  in  communicating  necessary  command  or  technical  branch  infor- 
mation they  need  to  know,  and  provide  ample  guidance.  Nearly  two-thirds 
believe  they  would  be  supported  by  their  supervisory  chaplain  in  a conflict 
with  their  commanding  officer,  if  necessitated  by  duty,  but  this  confidence 
wanes  somewhat  with  higher  rank. 

Chaplains  feel  strongly  (83.9%)  with  respect  to  all  other  chaplains, 
that  there  is  a need  to  work  more  closely  with  one  another  than  they  do. 
Approximately  the  same  heavy  percentage  would  like  to  spend  more  time  with 
chaplains  in  open  sharing  and  discussion  of  mutual  problems.  This  points 
to  the  need  and  desire  for  collegiality,  to  be  discussed  in  a separate 
section. 

The  desire  for  collegiality  does  not  appear  to  be  based  on  any  nega- 
tive effects  perceived  by  rank  difference.  Only  20%  of  the  chaplains 
consider  rank  to  be  an  impediment  in  working  more  closely  with  other 
chaplains.  Less  than  a third  wish  to  see  rank  eliminated. 

Yet,  apparently  chaplains  feel  rank  need  not  be  listed  as  a "reward," 
when  80%  deny  that  the  rewards  they  sought  in  becoming  a clergyman  are 
different  from  those  they  find  in  the  Army.  What  may  be  more  difficult 
to  reconcile  is  the  matter  of  pay  and  allowances,  which  satisfies  86.7% 
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of  the  respondents.  Military  housing  is  another  matter.  Whereas 
chaplains  tilt  slightly  toward  terming  military  housing  as  "satisfactory," 
this  is  a married  opinion.  Nearly  two-thirds  of  the  single  chaplains 
disagiee  that  housing  is  satisfactory  and  over  two-thirds  of  the  Roman 
Catholic  chaplains  believe  military  housing  is  not  satisfactory. 

As  to  the  reward  of  promotion,  chaplains  believe  by  nearly  a two- 
thirds  margin  that  it  is  better  to  be  a "generalist"  than  a "specialist." 
Even  more  convinced  of  this  are  those  chaplains  now  serving  in  special 
ministries.  77.7%  of  the  chaplains  believe  it  is  better  to  be  from  a 
small  denomination  than  a large  one  for  promotion  purposes.  In  a strik- 
ing difference  of  perception,  53%  believe  it  is  better  to  be  from  a 
racial  minority,  but  this  is  strongly  contested  by  all  minorities, 

80.8%  of  whom  feel  the  opposite  is  true,  as  do  an  overwhelming  per- 
centage of  black  chaplains,  95.6%.  Chaplains  also  believe  it  is  better 
to  have  advanced  military  education  than  advanced  civilian  education, 
in  terms  of  promotion,  in  the  ratio  of  7 3%— 2 7 %.  This  points  to  a 
tension,  however,  illustrated  by  the  fact  that  79.7%  of  the  chaplains 
would  rather  have  one  year  of  civilian  education  than  a year  at  the 
US  Army  Command  and  General  Staff  College.  Even  74.4%  of  CGSC  graduates 
feel  the  same  way.  Finally,  55.7%  of  the  chaplains  say  they  would  he 
willing  to  forego  promotion,  if  they  could  be  guaranteed  the  job  of 
their  choice  on  a long-term  basis.  It  appears  that  chaplains  are  will- 
ing to  pay  a price  in  terms  of  promotion  possibility  for  work  they 
value  highly.  Chaplains  in  special  ministries  already  perceive  this 
is  the  case. 
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Whatever  the  promotion  possibilities  are,  over  half  the  chaplains 
feel  the  Army  offers  good  job  security.  However,  this  feeling  of 
security  begins  at  45.6%  with  captains  and  increases  with  rank  to  84.4% 
for  the  grade  of  colonel.  Also,  Regular  Army  chaplains  feel  more  secure 
than  Reserve  or  National  Guard  chaplains  by  20%.  But  in  another  dif- 
ference of  perception,  only  48.9%  of  Regular  Army  chaplins  feel  they 
receive  more  favorable  career  consideration  than  active  duty  chaplains 
who  are  not  in  the  Regular  Army,  compared  with  73.7%  of  the  Reserve 
chaplains  and  68.6%  of  those  in  the  National  Guard. 

In  terms  of  career  development  policies,  over  three-quarters  of  the 
chaplains  favor  the  idea  of  having  Specialty  Skill  Identifiers,  rather 
than  a single  chaplain  MOS.  Rather  than  necessarily  interpreting  this 
as  conflicting  data  with  the  majority  of  chaplains  who  lean  away  from 
specialties,  it  could  point  to  the  desire  chaplains  have  to  enter  into 
career  considerations.  Nearly  two-thirds  of  the  chapalins  feel  they 
have  not  had  ample  opportunity  to  discuss  and  participate  in  decisions 
affecting  their  careers.  95.6%  would  like  the  opportunity  to  apply  for 
specific  chaplain  assignments.  There  is  divided  opinion  as  to  whether 
the  Personnel  Directorate  of  the  Office  of  the  Chief  of  Chaplains  has  a 
strong  interest  in  their  career  development.  44.8%  agree.  67.4%  of  black 
chaplains  feel  this  interest.  However,  only  32.6%  of  the  Roman  Catholic 
chaplains  feel  this  strong  interest.  The  somewhat  stronger  interest 
chaplains  feel  from  their  supervisory  chaplains  (60.3%,  Question  85)  is 
probably  accounted  for  on  the  basis  of  a closer  personal  relationship 
with  their  supervisors  in  contrast  with  the  distance  from  Washington. 
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Policywise,  however,  two-thirds  of  the  chaplains  believe  that 
other  branches  have  more  clearly  defined  career  patterns.  Chaplains 
appear  to  desire  both  more  sharply  defined  career  patterns  in  general 
as  well  as  more  personal  opportunity  to  enter  into  those  decisions 
which  affect  their  careers. 

Career  education  and  professional  updating  is  called  into  question 
at  specific  points,  even  though  as  has  been  pointed  out,  chaplains  gen- 
erally feel  the  chaplaincy  provides  ample  opportunity  for  professional 
growth.  There  is  a strong  desire  for  theological  update  (89.3%).  The 
normal  confidence  of  chaplains  seems  shaken  in  this  regard  with  only 
4d.8%  of  chaplains  feeling  that  they  are  theologically  better  informed 
than  their  civilian  counterparts.  The  feeling  is  even  stronger  with 
Roman  Catholics  (19.4%)  and  with  Jewish  chaplains  (23.8%).  Chaplains 
would  also  welcome  more  advanced  education  in  theological  studies 
(91.9%)  as  well  as  study  in  the  behavioral  sciences  (78.3%).  Finally, 
in  a reaction  toward  the  9-month  chaplain  advanced  course,  over  half 
believe  it  should  be  reduced  in  length.  An  identical  percentage  of 
chaplains  (56.5%)  favor  short  courses  of  preparation  prior  to  each 
job  assignment  in  lieu  of  the  9-month  advanced  course. 

When  all  of  these  chaplain  viewpoints  are  pulled  together  and 
assessed,  what  can  be  said  about  how  chaplains  view  "the  organiza- 
tion" or  "the  system"?  First,  that  chaplains  simultaneously  hold 
positive  viewpoints  toward  denomination,  chaplaincy,  and  command. 
Second,  that  their  differences  with  organizational  policy  or  practice 
will  reflect  their  varying  loyalties,  at  one  time  as  members  of  a 
denomination,  at  another  time  qs  officers  of  a component  of  the  Army, 
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and  yet  another  time  as  chaplains  devoted  to  a special  role.  Rankwise, 
it  is  clear  that  colonels  are  the  most  ardent  supporters  of  "the  system," 
whereas  captains  question  it  most.  Third,  chaplains  experience  needs, 
some  of  which  they  look  to  "the  system"  to  supply  such  as  career  plan- 
ning, education,  and  equitable  promotion,  and  others  such  as  collegiality 
which  stem  from  the  realization  that  they  are  part  of  "the  system." 
Fourth,  that  chaplains  are  indeed  "Organization  Men,"  not  in  the  total 
sense  of  William  H.  Whyte's  book,  but  in  their  ability  to  survive  and 
thrive  in  a complex,  multi-organizational  environment. 


COMPOSITE  IMPRESSIONS  ON  COLLEGIALITY 


During  the  course  of  data  analysis,  it  was  discovered  that  one 
topic  was  recurring  and  could  not  be  confined  solely  under  the  headings 
of  how  chaplains  see  themselves,  their  work,  or  the  organization.  The 
purpose  of  this  section  is  to  bring  together  pertinent  data  bearing  upon 
the  issue  of  collegiality  among  chaplains. 

Chaplain  Dennis  C.  Kinlaw  of  the  United  States  Navy  has  drawn 
attention  to  "Resistances  to  the  Growth  of  Collegiality  in  the  Military 
Chaplaincy."  He  sounds  a warning,  that  before  "anyone  presumes  to  become 
an  advocate  of  collegial  ministry  in  the  military  or  to  undertake  the 
development  of  team  ministry  such  a person  should  understand  the  various 
serious  resistances  to  the  growth  of  collegiality  and  team  ministry 
generated  by  certain  peculiar  characteristics  of  the  military  environ- 
ment.He  states  these  "serious  resistances"  as  follows: 

Rank  among  chaplains,  transiency,  religious  pluralism,  I 

and  goal  confusions  generate  an  impressive  matrix  of 
interlocking  forces  which  resist  the  growth  of  collegi- 
ality. 2 
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The  purpose  of  this  section  is  not  to  make  a separate  or  complete 
study  of  the  collegiality  issue  or  even  to  examine  this  "matrix  of  inter- 
locking forces."  Rather,  it  is  to  focus  on  relevant  data  which  can  con-  , 
tribute  to  the  ongoing  discussion  and  attempts  at  shared  ministry.  When 
this  is  done,  without  in  any  way  attempting  to  force  what  the  data  says, 
it  appears  that  we  must  not  only  be  impressed  with  Kinlaw's  "matrix  of 
interlocking  forces  which  resist  the  growth  of  collegiality."  We  also 
are  forced  to  notice  the  great  shared  concern  for  closer  working  relation- 
ships, the  commonality  which  already  exists,  the  reservoir  of  good  will 
and  respect,  and  the  unifying  aspects  of  ministry  in  the  military  environ- 
ment. Both  centrifugal  and  centripetal  forces  exist  and  both  should  be 
recognized. 

It  is  easy  to  take  the  centrifugal,  unifying  aspects  which  contribute 
to  collegiality,  for  granted.  On  the  basis  of  the  survey,  some  of  these 
factors  are: 

1.  A common  viewpoint  cutting  across  rank  and  denominational 
differences  on  scores  of  issues  which  describe  what  work  is  to  be  done, 
how  it  is  to  be  done,  and  in  what  organizational  context.  The  vast 
majority  of  chaplains  like  doing  ministry  in  the  military  environment, 
more  than  they  would  in  civilian  life.  They  are  in  common  agreement  in 
the  high  importance  they  attach  to  the  classic  clergy  roles.  They  also 
with  near  unanimity  prize  highly  the  military  context  in  which  to  exer- 
cise these  roles:  on  a small  post,  with  troops,  and  in  housing  areas. 

All  three  environments  require  close  working  relationships  with  other 
chaplains. 
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2.  Chaplains  are  mostly  in  general  accord  with  the  present 
goals  and  programs  of  the  Army  chaplaincy. 

3.  Chaplains  have  high  regard  for  their  chaplain  supervisory 
leadership  and  conversely,  appreciate  the  interest  shown  in  them  by 
supervisory  chaplains,  the  respect  they  have  for  denominational  prac- 
tices, and  the  way  supervisory  chaplains  value  their  opinions  with 
respect  to  religious  program  planning.  They  are  also  convinced  super- 
visors would  back  them  in  the  case  of  conflict  with  a commanding  officer 
while  executing  chaplain  duties. 

4.  The  majority  of  chaplains  would  rather  work  in  a chaplain 
group  than  alone. 

5.  Chaplains  do  not  feel  rank  is  an  impediment  to  working 
more  closely  with  other  chaplains. 

6.  Chaplains,  by  a wide  margin,  would  welcome  more  time  with 
other  chaplains  in  open  sharing  and  discussion  of  mutual  problems. 

7.  Chaplains  feel  a common  need  to  work  more  closely  with  one 
another  than  they  do. 

The  factors  listed  above  seem  to  be  quite  clearcut  and  supportive 
of  a closer  collegial  relationship.  As  the  last  factor  implies,  however, 
the  need  for  a closer  collegial  relationship  is  not  only  rooted  in  unity 
and  desire,  but  in  the  frank  recognition  that  relationships  could  be 
better.  Standing  alone,  the  factors  which  point  to  this  lack  are  diffi- 
cult to  isolate,  but  taken  as  a group,  they  seem  to  indicate  that  Kinlaw's 
warnings  should  be  taken  seriously  in  view  of  the  following  centripetal 
indicators : 
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1.  Chaplains  would  rather  be  rated  by  line  officers  than 
chaplains  by  the  same  wide  margin  that  they  do  not  desire  to  be  rated 
by  their  fellow  chaplains. 

2.  In  a number  of  instances  there  appear  to  be  differing 
viewpoints  and  attitudes  among  the  major  denominational  groupings, 
Jewish,  Protestant,  and  Roman  Catholics.  There  is  first  the  demo- 
graphic reality  of  a much  larger  number  of  Protestant  chaplains.  They 
seem  to  have  a closer  knit  relation  to  chaplains  and  the  chaplaincy 
than  Roman  Catholics  and  possibly  Jew3  as  well.  By  the  same  token, 
their  relationships  to  civilian  denominations  are  looser,  especially 
when  compared  with  the  very  strong  denominational  ties  of  Roman  Catholic 
priests.  Another  difference  centers  around  the  low  satisfaction  level 
of  priests  in  relationship  to  military  housing  and  what  they  perceive 

to  be  a low  level  of  interest  in  their  career  development.  The  ques- 
tion is  raised  as  to  whether  or  not  these  indicators  represent  signs 
of  alienation  which  could  deter  the  formation  of  deeper  collegial 
relationships. 

3.  The  same  question  can  be  raised  with  respect  to  race. 

Is  the  vastly  different  perception  of  chaplains  from  minority  races 
concerning  promotion  the  tip  of  the  iceberg? 

3.  Differing  perceptions  also  exist  with  respect  to  com- 
ponent. Reservists  feel  Regular  Army  chaplains  possess  an  "edge." 

The  possibility  further  exists  that  collegiality  may  be  hindered  by 
what  may  be  a dichotomy  of  more  versus  less  militarized  chaplains. 

That  distinction  emerges  with  the  US  Army  Command  and  General  Staff 
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College  and  the  senior  service  colleges.  There  is  little  question  in 
the  minds  of  chaplains  that  such  attendance  turns  the  "edge"  into  a 
distinction  and  an  advantage. 

5.  Despite  the  fact  chaplains  do  not  feel  rank  is  an  impedi- 
ment to  working  more  closely  with  other  chaplains,  the  data  indicates 
varying  perceptions  by  rank  on  a number  of  issues.  Some  of  these  dif- 
ferences exist  because  of  differences  of  interest  based  on  job  assign- 
ment. For  example,  colonels  express  highest  satisfaction  in  being 
supervisors,  presumably  corresponding  to  their  present  assignment. 
Captains,  on  the  other  hand,  indicate  top  preference  for  the  troop 
chaplain  assignment,  corresponding  with  the  most  common  assignment  of 
captains.  Other  differences  exist  because  of  the  attitudinal  change 
process  which  takes  place  with  years  of  service.  Straight-line  graph 
differences  can  be  plotted  on  a rank  basis  for  such  issues  as  speciali- 
zation, desire  to  work  in  a chaplain  group,  utilization  of  prior  edu- 
cation, and  whether  rank  should  be  eliminated. 

6.  In  the  light  of  the  differences  already  stated,  is  there 
any  significance  to  the  fact  that  only  42.8%  of  chaplains  can  say  that 
"most  of  my  closest  friends  are  chaplains"? 

What  appears  to  be  operating  in  the  chaplaincy  is  a complex 
socialization  process  consisting  of  centrifugal  and  centripetal  forces 
which  make  collegiality  both  more  possible  and  more  difficult.  These 
contending  forces  deserve  further  study  if  the  limits  and  possibilities 
for  collegial  relationships  are  to  be  more  clearly  known  and  acted  upon. 
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FOOTNOTES 


1.  Dennis  c.  Kinlaw,  Captain  USN,  "Resistances  to  the  Growth  of 
Collegiality  in  the  Military  Chaplaincy,"  Military  Chaplain's  Review, 
Fall  1975,  p.  63. 

2.  Ibid.  , p.  68. 
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CHAPTER  IV 


SUMMARY  OF  CONCLUSIONS  AND  RECOMMENDATIONS 


CONCLUSIONS 


The  threefold  model  of  hov  chaplains  see  themselves,  their  work, 
and  the  organization  proved  useful  in  understanding  the  job  satisfac- 
tion level  of  chaplains.  The  perspectives  of  self-image,  job  content, 
and  organization  were  mutually  reinforcing  in  describing  the  very  high 
level  of  job  satisfaction  among  Army  chaplains.  However,  chaplains 
have  the  most  serious  reservations  about  some  organizational  policies 
and  practices.  The  fact  that  this  did  not  seem  to  impact  on  job 
satisfaction  is  probably  explainable  on  the  basis  of  Herzberg's  theory 
that  only  "intrinsic  factors"  are  important  to  job  satisfaction.  Even 
if  this  were  not  so,  chaplains  have  a positive  view  toward  "the  organ- 
ization"— their  denomination,  the  chaplaincy,  and  command. 

Demographic  information  was  also  useful  in  testing  specific  hypo- 
theses. As  will  be  seen  in  the  conclusions,  selected  demographic  data 
did  correlate  with  job  satisfaction  level.  Also,  demographic  differ- 
ences were  used  to  isolate  professional  irritants,  impediments,  and 
stresses.  Some  irritants  were  confined  to  a single  or  double  group 
identity  such  as  single  and  Roman  Catholic  chaplains  who  feel  the 
quality  of  military  housing  is  not  satisfactory.  Other  impediments 
to  ministry  were  more  widely  perceived,  such  as  various  difficulties 
in  collegial  relationships. 

The  hypothesis  that  chaplains  are  seeking  more  definitive  signals 
from  the  chaplaincy  in  terms  of  career  patterns  and  expectations  also 


f . oved  to  be  correct.  There  Is  also  a strong  desire  for  participation 
in  matters  affecting  the  chaplain's  career. 

In  confirmation  of  the  very  high  degree  of  job  satisfaction  among 
Army  chaplains,  including  some  qualifications,  the  following  detailed 
conclusions  are  drawn,  based  upon  the  results  of  the  survey: 

Role  and  Assignment 

1.  Chaplains  derive  the  greatest  satisfaction  from  the 
classic  clergy  roles  historically  associated  with  being  a pastor,  priest 
or  rabbi. 

2.  The  jmall  number  of  chaplains  who  experience  dissatisfac- 
tion with  their  role  as  clergymen  in  the  US  Army  can  be  identified 
primarily  on  the  basis  of  difficulty  in  identifying  with  the  chaplaincy, 
a self-estimate  of  limited  personal  growth,  and  modest  satisfaction  with 
their  present  job.  [See  comments  following  question  38  on  page  22  .] 

3.  The  differences  in  natisfaction  between  various  groups  of 
chaplains  concerning  their  role  is  clergymen  in  the  Army  are  not  great. 
However,  the  following  order  from  most  satisfied  to  least  satisfied  is 
dist ingui shable : 

a.  Component. 

(1)  Regular  Army 

(2)  National  Guard 

(3)  US  Army  Reserve. 

b.  Rank. 

(1)  Colonel 

(2)  Major  and  Lieutenant  Colonel 

(3)  Captain. 
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c.  Mar 

ital  State. 

(1) 

Married 

(2) 

Single 

d.  Denomination. 

(1) 

Protestant 

(2) 

Jewish 

(3) 

Roman  Catholic 

4.  Chaplains  register  strongest  satisfaction  in  those  assign- 
ments normal  to  their  rank,  i.e.,  a captain  is  most  satisfied  as  a 
troop  chaplain,  a major  as  a small  post  chaplain  followed  by  troop 
chaplain,  a lieutenant  colonel  as  a small  post  chaplain  followed  by 
supervisor,  and  a colonel  as  a supervisor. 

5.  The  majority  of  chaplains  would  be  willing  to  forego 
promotion  if  they  could  be  guaranteed  the  job  of  their  choice  on  a 
long  term  basis. 

6.  The  majority  of  chaplains  would  rather  be  "generalists" 
than  "specialists."  However,  chaplains  now  working  in  special  minis- 
tries find  such  work  to  be  the  most  satisfying,  despite  their  belief 
that  for  promotion  purposes,  it  is  better  to  be  a "generalist." 

Organization:  Denomination,  Chaplaincy,  and  Cormand 

1.  Chaplains  feel  their  denominations  have  a strong  impact 
on  the  things  they  do  as  chaplains. 

2.  Roman  Catholic  chaplains  have  much  stronger  ties  with 


their  denomination  and  much  looser  ties  with  the  chaplaincy  than 


Protestants.  The  data  suggests  that  Roman  Catholic  chaplains,  and  to 
some  extent  Jewish  chaplains,  may  experience  feelings  of  alienation  in 
a Protestant-oriented  chaplaincy, 

3.  Chaplains  arc?  unified  in  their  belief  of  the  positive 
relevancy  of  the  chaplaincy  to  the  military  community. 

4.  Chaplains  are  in  general  accord  with  the  present  goals 
and  programs  of  the  Army  chaplaincv. 

5.  Chaplains  differ  on  organizational  policies  and  practices 

according  to  a complex  set  of  identifications:  whether  single  or 

married;  Regular  Army  or  Reservist;  Protestant,  Roman  Catholic,  or 
Jewish;  Captain,  Major,  Lieutenant  Colonel,  or  Colonel;  "generalist" 
or  "specialist,"  etc. 

6.  Th's  unity  and  diversity  among  chaplains  points  toward 
their  ambivalence  in  the  matter  of  collegial ity.  Chaplains  strongly 
desire  ^o  work  more  closely  together,  but  in  fact  are  pulled  apart  at 
man.,  'its  on  the  basis  of  the  proliferating  set  of  identifications 
referred  to  in  the  preceding  paragraph. 

7.  Chaplains  express  general  satisfaction  with  the  relation- 
ship they  have  to  their  present  supervisory  chaplain. 

8.  The  majority  of  chaplains  believe  that  commanders  are 
more  interested  in  chaplains  working  for  military  goals  than  church- 
oriented  goals,  yet  believe  that  commanding  officers  usually  understand 
their  role  as  a chaplain. 

9.  There  appears  to  be  a socialization  process  in  the  chap- 
laincy whereby  incoming  captains,  who  are  the  prime  questioners  of 
"the  system,"  by  the  time  they  become  colonels  are  the  prime  supporters 
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Career  Considerations  and  Compensations 

1.  Nearly  all  chaplains  desire  greater  participation  in 
decisions  affecting  their  careers. 

2.  For  reasons  not  altogether  apparent,  a majority  of  chap- 
lains desire  to  be  rated  by  line  officers  to  the  same  extent  they  do 
not  wish  to  be  rated  by  their  fellow  chaplains. 

3.  The  majority  of-'  chaplains  do  not  wish  to  see  rank  elimin- 
ated. 

4.  There  is  a difference  of  perception  between  Regular  Army 
chaplains  who  do  not  believe  they  receive  more  favorable  career  con- 
sideration and  ictive  duty  chaplains  not  in  the  Regular  Army  who 
believe  they  do. 

5.  A notable  difference  in  perception  exists  between  Caucasian 
chaplains  who  believe  it  is  better  for  promotion  purposes  to  be  a member 
of  a racial  mirority  and  those  who  are  members  of  racial  minorities, 
particularly  black  chaplains,  who  believe  the  opposite  is  true. 

6.  Regular  Army  chaplains  feel  a greater  sense  of  job  security 
than  reservists,  as  do  those  of  higher  rank  than  lower  rank. 

7.  Chaplains  are  very  satisfied  with  pay  and  housing  provi- 
sions with  one  exception:  Roman  Catholic  and  single  chaplains  strongly 

believe  their  housing  is  not  satisfactory. 
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Education 


1.  Chaplains  generally  feel  that  their  prior  education  has 
been  sufficiently  utilized. 

2.  The  majority  of  chaplains  would  rather  have  advanced 
civilian  education  than  advanced  military  education,  yet  a tension 
exists  by  their  belief  that  for  promotion  purposes,  it  is  better  to 
have  advanced  militarv  education. 

3.  Chaplains  desire  US  Army  Chaplain  School  changes:  a 

basic  course  which  will  more  adequately  prepare  a clergyman  for  his 
responsibilities  as  an  Army  chaplain;  a reduction  of  the  length  of  the 
advanced  course  if  it  is  to  be  continued,  or  if  eliminated,  short  courses 
of  preparation  prior  to  job  assignments. 

4.  Chaplains  feel  a lack  in  current  theological  awareness, 
and  desire  more  opportunities  for  theological  update  as  well  as  more 
opportunities  for  advanced  education  in  theological  and  behavioral 
science  studies. 


RELIABILITY  OF  THE  FINDINGS 

The  mail  survey  volunteer  response  of  998  out  of  1411  chaplains 
in  the  US  Army,  or  70.7%,  is  a substantial  number  upon  which  to  make 
conclusions  applying  to  the  chaplaincy  as  a whole.  Initial  computer 
runs  were  made  with  830  survey  responses.  The  next  168  responses 
received  did  not  change  the  results  significantly.  The  assumption  is 
made  that  these  late  responses  would  be  more  like  non-responses  than 
early  responses. 
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The  demographic  breakdown  recorded  on  page  12  indicates  that  in 
nearly  every  category,  the  percentage  of  persons  responding  to  the 
survey  parallels  the  percentage  of  that  category  in  the  chaplaincy, 
based  on  figures  supplied  by  the  Personnel  Directorate  of  the  Office 
of  the  Chief  of  Chaplains.  The  most  significant  variance,  14.8%  Roman 
Catholics  responding  of  the  survey  total  compared  with  19.3%  Roman 
Catholics  in  the  chaplaincy,  may  not  in  itself  be  an  aberration  if  the 
conclusions  of  this  survey  have  merit. 

Certain  findings  were  held  to  be  of  limited  reliability  due  to 
the  small  number  of  persons  in  the  particular  category.  For  example, 
evidence  seemed  to  point  toward  a lower  level  of  acceptance  of  divorced 
chaplains,  but  the  indications  proved  to  be  sporjdic  and  inconsistent, 
stemming  from  a total  number  of  16  divorced  chaplains.  The  conclusions 
reached  at  any  point  concerning  Jewish  chaplains  would  also  have  to  be 
considered  tentative,  since  the  total  number  was  24. 

Random  error  is  assumed  by  the  combination  of  human  error  in 
marking  answer  sheets  and  in  reading  by  the  OPSCAN  optical  mark  reader. 
However,  errors  in  the  latter  are  held  to  be  approximately  equal  to 
human  key  punch  errors. 

For  each  question  the  computer  printout  contains  the  following 
information:  total  number  responding  to  the  question,  demographic  or 

attitudinal  response  by  category  in  number  and  percentage,  the  numeri- 
cal average  response,  the  standard  deviation,  and  the  95%  confidence 
interval . 

Correspondence  concerning  research  methodology  or  results  may  be 
addressed  to  Strategic  Studies  Institute,  US  Army  War  College,  Carlisle 
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Barracks,  PA  17013  or  to  the  author.  Chaplain (COL)  Kermit  D.  Johnson, 
FORSCOM  Staff  Chaplain,  Headquarters,  United  States  Army  Forces  Command, 
Fort  McPherson,  Georgia  30330. 

RECOMMENDATIONS 

✓ 

1.  That  the  research  findings  of  this  study  be  used  by  the  Office 
of  the  Chief  of  Chaplains  as  an  input  to  the  current  Professional 
Development  Study. 

2.  That  the  Office  of  the  Chief  of  Chaplains  make  available  to 
all  chaplains  the  results  of  this  study,  with  the  suggestion  that  the 
findings  be  discussed  at  major  command,  post,  and  unit  levels. 

3.  That  policies  and  practices  of  the  Office  of  the  Chief  of 
Chaplains,  the  US  Army  Chaplain  School,  major  commands,  and  posts  be 
reviewed,  in  light  of  the  findings  of  this  research. 

4.  That  the  US  Army  Chaplain  Board  retain  copies  of  tie  computer 
tapes  containing  the  results  of  the  survey  for  further  research  into 
the  data  provided  by  the  tapes.  Further,  that  the  Board  conduct  addi- 
tional research  into  areas  of  importance  suggested  by  the  study,  but 
which  are  incomplete  or  inconclusive  in  the  £tudy  itself. 

5.  That  the  US  Army  Chaplain  Board  undertake  follow-on  research 
at  a later  date  using  the  same  survey  or  pertinent  parts  of  it  to 
further  establish  validity  and  measure  changes  in  attitude  and  demog- 


raphy. 
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APPENDIX  I 


US  ARMY  CHAPLAIN  SURVEY 


Conducted  by  Ch(COL)  Kermit  D.  Johnson 
under  the  sponsorship  of  the  Office  of 
the  Chief  of  Chaplains 

US  Army  War  College 
Carlisle  Barracks,  PA  17013 
March  1976 


US  ARMY  CHAPLAIN  SURVEY 


Your  help  Is  desired  in  a study  which  seeks  to  isolate  factors  which 
influerce  job  satisfaction  among  A'my  chaplains.  The  opinions  you  express 
may  well  influence  important  decisions  regarding  the  work  and  role  of 
chaplains.  Your  frank  response  is  solicited.  All  answers  you  give  will 
be  entirely  confidential  and  your  name  need  not  be  listed.  Information 
you  give  will  be  used  solely  to  determine  group  trends,  when  they  exist. 

We  are  interested  in  your  attitudes,  opinions  and  perceptions  rather 
than  detailed  analyses.  Therefore,  please  do  not  spend  a great  deal  of 
time  on  any  one  item.  If  you  feel  strongly  that  you  are  unable  to  respond 
to  a particular  statement,  you  may  omit  it.  However,  please  do  not  omit 
a response  simply  because  it  is  difficult  to  answer. 

In  completing  the  inclosed  answer  sheet  use  a If 2 lead  pencil  and  mark 
your  answers  to  each  question  carefully,  making  sure  your  answer  corre- 
sponds to  the  question  number  on  the  questionnaire.  If  you  need  to  erase, 
do  so  completely.  Please  return  the  answer  sheet  and  questionnaire  in  as 
good  condition  as  possible  in  the  inclosed  self-addressed  envelope. 

Part  I of  this  survey  requests  data  concerning  yourself.  Please  respond 
to  every  question.  Questions  in  this  part  are  answered  by  marking  an  appro- 
priate response  number,  as  illustrated  by  the  example  below. 


EXAMPLE  ANSWER  SHEET 

o 

Age  At  Last  Birthday  ’ 

1.  30  or  less  3 

2.  31- AO  4 

3.  41-50 

A.  51  or  over 

■ 7 • 

• 8 » 

•9* 

Proceed  Now  To  PART  I 
PART  I : 

1.  Age  At  Last  Birthday 


1. 

30  or 

less 

2. 

31-40 

3. 

41-50 

A. 

51  or 

over 
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Years  Civilin  Clergy  Experience 


1.  Less  Chan  1 

2.  1-2.9 

3.  3-4.9 

4.  5 or  more 


Total  Years  Active  Duty  Service  as  a Chaplain 


1.  0-2.9 

2.  3-9.9 

3.  10-19.9 

4.  20  or  more 


4.  Component 

1.  Regular  Army 

2.  United  States  Army  Reserve 

3.  National  Guard 

5.  Rank 

1.  Captain 

2.  Major 

3.  Lieutenant  Colonel 

4.  Colonel 

6 . Marital  State 

1.  Single 

2.  Married 

3.  Divorced 

4.  Separated 

7.  Denomination 

1.  Jewish 

2.  Protestant 

3.  Roman  Catholic 

4.  Other 

8.  Total  Number  Permanent  Change  of  Station  Moves 


1.  0-3 

2.  4-8 

3.  9-13 

4 . 14  or  more 


.u 


9-14  Education: 


9.  USACHS  Career  Course 

1.  Yes 

2.  No 

10 . Master's  Degree  othe r than  Master  of  Divinity 

1 . Yes 

2.  No 

11.  Doctor's^  Degree 

1 . Yes 

2.  No 

12 . Clinical  Pastoral  Education  one  quarter  or  more 

1 . Yes 

2.  No 

13.  US  Array  Command  and  General  Staff  College  or  Armed  Forces  Staff  College 
(Resident  or  Non-Resident) 

1 . Yes 

2.  No 

14.  Senior  Service  College  (US  Army  War  College,  National  War  College, 
Industrial  College  of  the  Armed  Forces) 

1.  Yes 

2.  No 

15.  Race:  1 consider  myself  to  be 

1.  American  Indian 

2.  Caucasian  (VT’ite) 

3.  Negro  (Black) 

4.  Oriental 

5.  Spanish-American 

6.  Other 

16.  Current  Assignment:  Check  the  single  category  which  most  appropriately 

describes  your  presert  assignment: 

1.  Troop  chaplain 

2.  Housing  area  chaplain 

3.  Special  ministry  (hospital,  confinement,  specialized  counseling, 
religious  education,  drug,  nnd  alcohol,  etc.) 

4.  Supervisor 

5.  R,ducation  (Staff  and  Faculty  or  CPE  supervisor,  etc.) 

6.  Admir.latrative/Staf  f 

7.  Student 

8.  Readiness  Region  or  Group  Chaplain 

9.  Small  post  chaplain 
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PART  II: 


This  section  of  the  survey  consists  of  individual  statements  to  which 
you  are  asked  to  respond  in  one  of  four  ways  as  listed  in  the  example 
below.  Please  respond  to  every  question  with  the  most  suitable  answer. 


EXAMPLE 

I am  satisfied  with  my  pay  and  allowances. 

1.  Strongly  Agree 

2.  Agree 

3.  Disagree 

4.  Strongly  Disagree 

(Answer  number  3 as  checked,  indicates  disagre  ment 
with  the  statement,  but  not  strong  disagreement.) 

Proceed  Now  To  PART  II 


ANSWER  SHEET 

•o  ■ 

•t  • 

•2  • 


•5  • 

•7  • 
•8* 
.9. 


PART  II: 

FOR  EACH  OF  THE  FOLLOWING  QUESTIONS. 

IF  YOU:  Strongly  Agree  Agree  Disagree  Strongly  Disagree 

THEN  MARK: 1 2 3 4 

17.  In  my  mind,  I believe  my  service  as  an  Army  chaplain  has  been  a success. 

18.  I am  more  satisfied  with  my  work  as  an  Army  chaplain  than  I would  be  as 
a civilian  clergyman. 

19.  I have  a strong  desire,  to  influence  other  people. 

20.  My  fellow  chaplains  have  a high  degree  of  respect  for  me. 

21.  During  my  time  in  the  Chaplaincy,  I have  experienced  considerable  intel- 
lectual growth. 

22.  I have  felt  confident  in  my  ability  to  do  nearly  any  task  required  of 
me  as  a chaplain. 

23.  Most  of  my  closest  friends  are  chaplains. 

24.  What  my  rating  officer  thinks  of  me  matters  more  than  what  my  denomi- 
national representative  thinks  of  me. 

25.  My  rank  is  the  most  important  factor  in  defining  my  social  status  as 
an  Army  chaplain. 
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FOR  EACH  OF  THE  FOLLOWING  QUESTIONS, 

IF  YOU:  Strongly  Agree  Agree  Disagree  Strongly  Degree 

THEN  MARK:  J.  _ 2 3_  _ 4 

26.  During  my  time  in  the  chaplaincy,  I have  experienced  considerable 
spiritual  growth. 

27.  How  laypersons  of  my  military  congregation/parish  regard  me  is  more 
important  than  what  my  commanding  officer  thinks  of  me. 

28.  My  wife  likes  Army  life.  (Leave  blank  if  single) 

29.  My  commanding  officer  has  a high  degree  of  respect  for  me. 

30.  I am  satisfied  with  my  present  job. 

31.  As  an  Army  cnaplain,  my  prior  education  has  been  underutilized. 

32.  What  I do  in  my  off-duty  time  is  of  more  interest  to  me  than  my  work. 

33.  I would  rather  work  alone  than  in  a chaplain  group. 

34.  I do  not  have  enough  time  off  for  my  family  and/or  private  life. 

35.  I am  over-supervised  in  my  work. 

36.  The  US  Army  Chaplain  School  has  prepared  me  adequately  for  my  responsi- 
bilities as  an  Army  chaplain. 

37.  I would  rather  be  a specialist  of  my  choosing  (Clinical  Pastoral 
Education,  Hospital,  Religious  Education,  etc.)  than  a "generalist." 

38.  I am  satisfied  with  my  role  ,as  a clergyman  in  the  US  Army. 

39.  The  chaplaincy  does  not  offer  enough  opportunity  for  professional  growth. 

40.  I desire  more  freedom  for  independent  action  in  doing  my  work  as  a 
chaplain. 

41.  I have  been  moved  from  one  job  to  another  too  often. 

42.  I wish  my  job  were  more  challenging. 

43.  My  work  as  a chaplain  is  very  interesting. 
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1 


44-50.  If  you  could  have  the  choice  of  working  in  any  of  the  following 
functional  areas,  how  satisfying  would  they  be?  Indicate  your  degree  of 
satisfaction  with  each  area  listed  by  marking  on  the  answer  sheet  any 
number  from  1 through  9,  ranging  from  1 as  extremely  dissatisfying  through 
9 as  extremely  satisfying. 

44.  Supervisor 


45.  Administrative/Staff 

46.  Education  (Staff  and  Faculty  of  a service  school,  CPE  supervisor, 
etc.  ) 

47.  Special  Ministries  (hospital,  confinement,  CPE  counseling) 

48.  Troop  chaplain 

49.  Housing  area  chaplain 

50.  Small  post  chaplain 


Proceed  to  the  next  page. 


51-66.  From  the  following  sixteen  possible  roles  for  Army  chaplains, 
indicate  the  degree  of  satisfaction  you  would  derive  from  service  in  each 
role,  by  again  marking  on  the  answer  sheet  any  number  from  1 through  9, 
ranging  from  1 as  extremely  dissatisfying  through  9 as  extremely  satisfying. 

51.  Counselor 

52.  Personal  Effectiveness  Training  Instructor 

53.  Organization  Development  Specialist 

54.  Staff  officer  and  religious  advisor  to  the  commander 

55.  Evangelist-missionary 

56.  Administrator  and  organizer 

57.  Preacher 

58.  Liturgist  or  priest:  baptism,  circumcision,  marriage,  communion,  mass, 

funerals,  etc. 

59.  Leader  in  social  action:  race  relations,  community  affairs,  etc. 

60.  Visitor  of  troops  and  families 

61.  Morals  and  morale  builder 

62.  Religious  educator  or  teacher 

63.  Representative  of  your  denomination  or  church 

64.  Civilian  community  relations  liaison 

65.  Human  Self- Development  Instructor 

66.  Supervisor  of  other  chaplains 

FOR  EACH  OF  THE  FOLLOWING  QUESTIONS, 

IF  YOU:  Strongly  Agree  Agree  Disagree  Strongly  Disagree 

THEN  MARK: 1 2 3 4 

67.  I consider  social  obligations  to  be  a valid  part  of  my  duties  as  a 
chaplain . 

68.  I like  the  idea  of  having  Specialty  Skill  Identifiers  (SSI),  rather 
than  a single  Chaplain  MOS. 

69.  I would  rather  be  rated  by  a line  officer  than  a chaplain. 
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FOR  EACH  OF  THE  FOLLOWING  QUESTIONS, 

IF  YOU:  Strongly  Agree  Agree  Disagree  Strongly  Disagree 

THEN  MARK:  123  4 


70.  I feel  closer  to  the  chaplaincy  than  to  my  denomination. 

71.  I am  satisfied  with  my  pay  and  allowances. 

72.  The  quality  of  military  housing,  when  provided  for  Army  chaplains,  is 
satisfactory. 

73.  If  I could  be  guaranteed  the  job  of  my  choice  on  a long-term  basis, 

I would  be  willing  to  forego  promotion. 

74.  For  promotion  purposes,  it  is  better  to  be  a "specialist"  than  a 
"generalist ." 

75.  I would  like  to  be  rated  by  my  peers  or  fellow  chaplains  in  Officer 
Efficiency  Reports. 

76.  For  promotion  purposes,  it  is  better  to  be  from  a large  denomination 
than  a smaller  one. 

77.  For  promotion  purposes,  it  is  better  for  a chaplain  to  be  a member  of 
a racial  minority. 

78.  For  promotion  purposes,  it  is  better  to  have  advanced  civilian  education 
than  advanced  military  education. 

79.  The  Army  officers  me  good  job  security. 

80.  I have  had  ample  opportunity  to  discuss  and  participate  in  decisions 
affecting  my  career. 

81.  I am  in  general  accord  with  the  present  goalii  and  programs  of  the  Army 
chaplaincy. 

82.  My  church  or  denomination  has  a strong  impact  on  the  things  I do  as 
a chaplain. 

83.  Regular  Army  chaplains  receive  more  favorable  career  consideration  than 
active  duty  chaplains  who  are  not  in  the  Regular  Army. 

84.  I feel  that  the  Personnel  Directorate  of  the  Office  of  the  Chief  of 
Chaplains  has  a strong  interest  in  my  profesaional  career  development. 

85.  My  present  supervisory  chaplain  has  taken  a strong  personal  interest  in 
my  professional  career  development. 

86.  I believe  commanders  usually  are  more  interested  in  chaplains  working 
for  military  goals  than  church-oriented  goals. 
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FOR  EACH  OF  THE  FOLLOWING  QUESTIONS, 

IF  YOU:  Strongly  Agree  Agree  Disagree  Strongly  Disagree 

THEN  MARK:  1 2 3 4 


87.  The  amount  of  guidance  I receive  from  supervisory  chaplains  is  insuf- 
ficient. 

88.  The  Army  chaplaincy  is  less  relevant  to  the  military  community  than  is 
the  civilian  church  to  the  civilian  community. 

89.  I feel  that  I am  theologically  better  imformed  than  my  civilian  counter- 
parts . 

90.  The  9 month  chaplain  advanced  course  should  be  reduced  in  length. 

91.  Usually  my  commanding  officers  have  understood  my  role  as  a chaplain. 

92.  Other  branches  appear  to  have  more  clearly  defined  career  patterns  than 
the  chaplaincy. 

93.  I would  prefer  to  have  short  courses  of  preparation  just  prior  to  each 
job  assignment  instead  of  the  9 month  advanced  course. 

94.  I would  like  to  see  rank  for  chaplains  eliminated. 

95.  I would  rather  have  one  year  at  the  US  Army  Command  and  General  Staff 

College  than  a year  of  civilian  education. 

96.  I desire  more  opportunities  for  theological  update. 

97.  As  a rule,  supervisory  chaplains  have  respected  the  denominational 
practices  to  which  I am  committed. 

98.  For  the  most  part,  I believe  supervisory  chaplains  have  been  diligent 
in  communicating  to  me  necessary  command  or  technical  branch  information  I 
needed  to  know. 

99.  I feel  chaplains  need  to  work  more  closely  with  one  another  than  they 
do. 


100.  I would  like  to  spend  more  time  with  chaplains  in  open  sharing  and 
discussion  of  mutual  problems. 

101.  My  supervisory  chaplain  values  zcj  opinions  rfith  respect  to  religious 
program  planning. 


102.  I would  like  the  opportunity  to  apply  for  specific  cnaplain  assignments. 


FOR  EACH  OF  THE  FOLLOWING  QUESTIONS, 

IF  YOU:  Strongly  Agree  Agree  Disagree  Strongly  Disagree 

THEN  MARK:  123  4 


103.  I consider  rank  to  be  an  impediment  to  working  more  closely  with  other 
chaplains . 

104.  In  doing  my  duty  as  a chaplain,  if  I were  to  have  a conflict  with  my 
commanding  officer,  I am  confident  my  supervisory  chaplain  would  support  me. 

105.  Advanced  education  for  chaplains  should  include  more  opportunities  for 
theological  studies. 

106.  Advanced  education  for  chaplains  should  include  more  opportunities  for 
study  in  the  behavioral  sciences. 

107.  The  rewards  I sought  in  becoming  a clergyman  are  different  from  those 
which  I find  in  the  Army. 
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DEPARTMENT  OF  THE  ARMY 

OFFICE  OF  THE  CHIEF  OF  CHAPLAINS 
WASHINGTON.  O.C.  20310 


REPLY  TO 
ATTENTION  OF 


22  March  1976 


Dear  Chaplain: 

Enclosed  is  a US  Army  Chaplain  Survey  which  seeks  to  determine  some  of 
the  factors  Influencing  job  sati-  faction  among  Army  chaplains.  This 
is  part  of  the  work  being  done  by  Chaplain  Kermlt  D.  Johnson  at  the  US 
Army  War  College  in  response  to  a research  request  by  the  US  An*./ 
Chaplain  Board.  1 am  vitally  Interested  in  the  results  of  this  esearch 
because  it  will  indicate  to  me  some  of  the  things  you  consider  t>  be 
important  about  your  work,  the  Chaplaincy,  and  the  Army.  Further,  the 
answers  you  give  may  impact  on  future  directions  of  the  Chaplaincy. 

Your  participation  in  this  survey  is  voluntary  and  individual  responses 
will  be  confidential.  It  will  require  about  30  minutes  of  your  time. 
Upon  completion  of  the  survey,  please  place  your  answer  sheet  as  pre- 
folded in  the  franked  return  envelope  and  mail  by  5 April  to  Chaplain 
(Colonel)  Kermit  D.  Johnson,  US  Army  War  College,  Class  of  1976, 

Carlisle  Barracks,  PA  17013. 

Be  assured  of  my  continued  respect  and  appreciation  for  your  dedicated 
work. 


Incl 

as 
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